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ABSTRACT 

The advances in communication technology have created a globe that is connected by 

high-speed networks that facilitate everything fiom an ecommerce purchase over the 

Internet, to a real-time satellite transmission. According to Gerstner (L999), "a 

technological revolution, centered around Information is h d a m e W y  altering the way 

we are born, we Live, we learn, we work, we produce, we consume, we dream, we fight, 

we die" (p12). The new environment created by changing communication technology is 

increasingly turbulent and this creates new challenges and opportunities for 

organizations. 

The relationship between an organization and its external environment is characterized by 

interdependence. As a result, the introduction of new communication technology into the 

environment can lead to organizational adaptation, in particular, organhtional learning. 

This thesis examines an organization's adaptive response to the challenges created by 

communication technology in the environment. 

The changes to communication technology in the environment have affected all areas of 

organizations; this thesis focuses on the hc t ion  of external communication External 

communication functions are located at the boundary between an organization and its 

environme11t As a result, any changes to communication technology in the environment 

directly impact these bounda~~  hctions. 
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This research extends classical systems theory and studies the role of structural and 

cultural changes in an o r ~ t i o n ' s  adaptation to communication technology. The 

focus of this research is how the introduction of communication technology in the 

environment has affected external communication practices, how external 

communication bctions have adapted to the changes in communication technology, and 

how external communication hctiofls have adopted the new communication technology 

to deal with the changes in the environment. 

To illustmte the characteristics of orgzinizational adaptation to communication technology 

in the environment, this thesis includes a case study of the Calgary Stampede 

Organization- The case study research provides a rich example of how one organization 

and its external communication functions have adapted to the new environment. The 

results illustrate that organizations are facing an environment that is increasingly 

uncertain and turbulent and in this environment, the role of e x t d  communications in 

s d g  and mapping has increased Also revealed is the increasing role played by the 

Information Systems (IS) departments in scanning the external environment The 

information collected by extemal cornmmications and IS is increasingly important to all 

forms of decision making in the organization. The advances in communication 

technology have increased the use of the technology in external communications daily 

activities, although it has not replaced the more personal forms of communication 

including face to fme and telephone. Finally, the case study illustrates the connection 

between and structural and cultural changes in an organization 
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Advances in com.munication technologies have affected all aspects of life; the 

combination of digital technology and high-speed global communication networks has 

left few corners of society untouched These changes have transformed social, political 

and economic conditions (Gerstner, 1999, p.13). O r ~ t i o n s  fhcing the global 

communications revolution must respond, or they will quickly be left behind 

The environment is in constant flux; conditions that orgmhtions face today are vastly 

merent fiom previous decades. The technology has led to a highly interconnected global 

economy, growth of t r ~ ~ ~ ~ t i o n a l  business, opportunities for international mergers, 

global job competition, and a new economy based on the trade in Sonnation. In an era 

of globalization, organizations face both opportunities and threats, conditions that were 

highlighted by events in the 1990s. The Asian financial crisis and the ripples it sent 

through the global economy demonstrated the threat of a highly connected world 

(Howard, 1999, p.10). On the other hand, the mergers of American companies with 

foreign ones including Amom and British PetroIeum, and Chqsfer and Daimler Benz are 

examples of the opportunities in the new environment (Howard, 1999, p. 1 1). 

CommMication technology is one ofthe driving forces behind these new conditions, but 

it is also a survival tool for organizations. To respond to the environment, organizations 

axe integrating new communication technologies into their structure. Computers, Local 

Area Networks (LANs), Intranets, Internet web sites and ernail are a l l  becoming 

necessary o r ~ t i o n a l  tools. These tools faciltate the organization's internal activities 

and allow them to effectively monitor the external environment 



In a complex and unstable environment, organizations must be aware of the ongoing 

events, trends and changes in their extemal environment. Members of the organization 

who fimction at its boundaries are a crucial link to the environment. These boundary 

roles, including the formal organizational kction of External Communications3 are 

becoming more important for organizations. External communicators are increasingly 

adopting the new communication tools to perform their transactions with the 

environment, 

Various communication scholars have studied the effects of communication technologies 

on organkxtions as a whole, but there is little research that looks specifically at the 

effects of new communication technology on an orgmkation3s external communication 

hctions. External communication functions are critical to an organization facing the 

new technological landscape. As a result, it is important to initiate academic research 

that studies communication technology's role in an organization's external 

communications activities and how this is changing¶ what the efFects of the new 

technology are and how organizations can integrate these new tools. 

Much of the literature that studies the role of communication technology in extend 

communjcations adopts a "How to Approach." This approach describes the practical 

application of communication technology in extcd communication activities, for 

example, how to create a web site, and how to use the htmet  to sew& for issues. The 

goal of the present thesis research is to use the practical use of the communication 
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technology as a foundation to address the theoretical gap in this area of organizational' 

communications literature. 

This research is guided by the following question: 

How cmr an organization adapt to new conmwricdion technologies in the 
~ b u l e n t  environment and, in particulm, how is technology used in external 
comrnunimtions to interact with the new environment? 

Terminology 

This question introduces a number of terms that must be defined, including organizations, 

adaptation, communication technologies, environment, "turbulent enviroa~ent,'' and 

external communications. 

Organizations 

This inquiry centers on the activities of organizations, and how they deal with an 

uncertain and turbulent environment AIdrich (1979) defines organizations as "goal- 

directed, boundary-maintaining activity systems" (p.4). This study defmes an 

organization according to systems theory. As a system, an organization has internal 

components that work together to form a whole and has a relationship of exchange with 

the environment. System outputs and environmental inputs continuously flow across the 

organization's boundaries. "Systems theory evokes the image of a comple~  

interdependent organization operating within a dynamic environment, ever engaged in a 

struggle to create order in the h e  of unpredictability" (Eisenberg, 1993, p.103). 

Although organizations have boundaries that divide them from the rest of the community, 
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these boundaries are permeable and organizations adapt to changes in the en&onment 

Adaptation 

An orgmiattion is one component of a larger, more complex system that constitutes the 

larger social environment Changes in one area of this larger system force other 

components to adapt Elements within the larger system cannot remain static; they must 

be dynamic and flexiile. In the adaptive process, an organization becomes more 

complex to deal with the challenges and opportunities it faces in the environment 

Morgan, 1997:41). In this thesis we will examine several theories of adaptation, 

including organizational learning (Argyris, 1965; Schon, 1983 ; Williams, 1982), 

contingency theory (AIdrich, 1979; Galbraith, 1977), resource dependency and natural 

selection (Aldrich, 1979; Pfeffer, 1982). This thesis focuses on organizational learning, 

contingency theory and adaptive theories proposed by Emery, Trist (1965) and Weick 

(1979). 

Communication Techno logy 

A number of technological advancements have changed organizations' interaction with 

the environment This thesis studies the changes to communication technology including 

the Internet, email, satellite transmission, databases, and CD ROM technology- The 

introduction of these tools within the external environment forces organizations to adapt 

and in the process* they integrate and acquire the tools for their own use- 



Environment 

An organization has both an internal and external environment This study focuses on the 

external component, which includes technological, legal, political, economic, 

demographic, ecological and cultural conditions that affect organ.izations. This inquiry 

focuses on the techno1ogical conditions in the environment. In an open system, an 

organization and its environment are in a "state of interaction and mutual dependence" 

(Morgan, 1997, p.40). The organization depends on the environment for input, and the 

environment needs the o r ~ t i o n 7 s  output For an organization, this external context is 

a source of threats and opportunities that af5ix.t an organization's ability to survive 

(Miles, 1980, p. 189). 

Turbulent Environment 

In their 1965 article The Causal Texture of Organizatioml Environments, Emery and 

Trist define the turbulent environment as unstable, complex and dynamic. They attri'bute 

the development of this environment to the growth of organizational size and 

concentration of power, the growing interdependence between various secton of society, 

the increased use of scientific research and development, increased bureaucratization, and 

a revolution in communication technology. In a turbulent environment, it is nifxcult for 

an organization to achieve stability or plan for the future, as the environment is 

unpredictable and unstable (Miles, 1980, p. 198). 
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External Comnztmications 

In an open system, e x t e d  communications facilitate an organization's commuoication 

with its environment and monitor the i n f o d o n  that flows across the its boundaries, 

This fimction fails under a number of names, including public relations, public affairs, 

media relations, corporate communications, and community relations. Academic theory 

that studies external communicati011~ fds  under the title of Public Relations theory. For 

this reason, the terms external communications and public relations are used 

interchangeably in this study. 

Ideal communication with the external environment is a two-way dialogue. External 

c o ~ c a t i o n s  is a probe and monitor, it is sensitive to any changes in the environment 

It is a "boundary-spanner, enviromental scanner, an 'early warning' system" (Dozier, 

Gnmig & Grunig 1995, p. 15). This fiulction has an important role in an orgauization's 

adaptive process. 

VaIue of this Inquiry 

Now that the central question has been presented and its key terms defined, it is important 

to ask why this particular question was chosen What is the value of this query to the 

field of Organkxtional Communications? This thesis is built on a foundation of theory 

and literature that has developed over roughly the past 40 years. This thesis applies 

existing theories to explore the current environment that an organization faces. In this 

new landscape, an oxgankation's communication is not limited by space or time 
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constraints. Digital communication technologies have slowly been integrated into 

organizations and it is important to understand this process of adaptation 

T h i s  study responds to a gap in organizational communications literature. The 

conclusions and implications of this research are valuable to communication scholars and 

practitioners. It will provide academics and practitioners with a broader pichne of how , 

an organization can adapt to the new commMication technology in the environment and 

the effmts of the technology on external communications hctions. By adopting a 

systems theoxy approach, the conclusions and implications of this research will 

demonstrate how an organization can undertake an adaptive process in the new 

technological environmentnt For scholars, this study is a starting point for further research 

into the effects of communication technology on an organkation's external 

communications functions. For communication practitioners, this research will provide 

an example of how communication technology in the environment changes not only the 

daily communication functions and the larger strategic approach to e x t d  

communications. 

Methodology 

To explore the effects of communication technology on organbtions, a case study 

methodology has been selected This is explained and defined in the fourth chapter. The 

Calgary Exhiiition and Stampede was chosen as the site for the case study. This w e  

study is used to answer how and why questions that develop fiom the main question of 

this thesis. For example, how does an organization recognize the changes in the 
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environment? How have organizatioG-adapted? What processes were followed in this 

adaptation? How is technology employed in this adaptation? This case study explores 

the comection between technological changes in the environment and changes to an 

organimtion's structure and behavior. The case study data will be collected through 

inte~ews, observation, and the analysis of documents, archives and rnacts.  

The Calgary Exhibition and Stampede was selected as the site for various reasons. Over 

the past few years this organization has focused its efforts on integrating technology into 

all organizatiod activities, including external communications fimcctions. Due to the 

recent time fkme participants are able to recall all stages ofthe process. In addition, the 

organization was willing to i l l y  participate and provided the level of access necessary 

for an in-depth study- 

Outline of Thesis's Chapters 

Before the case study was conducted, a theoretical fhmework was developed and this is 

presented in chapters two and three. The second chapter outlines general organizational 

theories that include systems theo~y, theories explaining the relationship between an 

organization and its environment, and theories of adaptation 

The third chapter is a literature review that builds on the general theories in the second 

chapter. This chapter begins with a general discussion of the role of technology and in 

organktiod change, and then narrows down to the specific effects of communication 

technology on organizations. The chapter then introduces theories of Public Relations. 
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The final section brings these two topics together and discusses the role of 

communication technology in Public Relations. 

The methodology of the w e  study is explained in chapter four and the discussion and 

analysis of the data drawn from obse~ations, interviews, and documents is presented in 

the fifth chapter. The final chapter uses the data analysis to provide .conclusions and 

impli~tions ofthis research, and possibilities for further research As a single case study 

these findings are not be generakeable, but they do provide insight into how an 

organization can deal with the changes to communication technologies in the external 

environment. 



CBAPTERWO: 
THE RELATIONSHIP BETWEEN ORGANIZATIONS 

AND TEELR ENVIRONMENTS: A THEORY CHAPTER 
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This chapter reviews the literature and provides the theoretical background needed to 

explore the central question ofthis thesis, which is 

How urn an organization adupf to new communication technologies in the 
turbulent environment and in particular, how is technology wed in exteml 
communications to interact with the new environment? 

These theories guide the collection bf relevant data to answer the central question. This 

chapter is cenpal to this research project, as the theoiies it presents help draw meaning 

from the raw data collected during the case study- For example, the theories are the basis 

for interview questions about extemal cornmWl.ications and technology. 

Several of the theories introduced in this chapter explore the relationship between an 

organktion and its external environment, and how organizations define their 

environment. These theories include Weick's (1978) theory of the enacted environment, 

and Emery and Trist's (1965) theory of the causal texture of the environment and, in 

particular, their definition of the Mulent environment. The discussion describes the 

roles of communication technologies and external communications in responding to the 

turbulent environment. 

The theories presented in this chapter apply General Systems theory to understand 

organizational behavior @ertalanf@, 1968). Before the shift to systems theory, 

Organkhonal Communications research focused primarily on the internal structure of an 

organ.ization and ignored the role of the extend environment Worgan, 1997, p.39). 

Systems theory broadened this narrow focus. A system is based on an interdepedent 

relationship between a .  organization and its environment, and changes in that 
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Gn..onment &ect the organktion, But the flow ofinfomation is two-way, as are the 

effects and an organization can also affect its surromdings through its external behavior. 

This chapter also includes a d q u e  of systems theory as it applies to the study of 

organktions, and introduces the "New Science" that extends systems theory to include 

dynamic and complex processed that classical systems theory ignores. 

This chapter also addresses theories of organizational adaptation The discussion 

investigates why an organization adapts and how the process is initiated; it also examines 

the roles of feedback and e x t e d  communications in ackiptatios and explores the role 

adaptation plays in the turbulent environment- A specisc fom of adapfaton discussed is 

organizational learning. 

OPEN SYSTEMS THEORY 

General Systems Theory @ertllmf@, 1968) defines two types of systems: open and 

closed Org-tional Communication theory applies the analogy of the open system to 

organizatons to understand their behavior. In- an- open system, there is a continual 

exchange of information within the system itself, and between the system and its external 

environment. Contirmous exchange with the environment is one of the defining featura 

of an open system. Walter Buckley, cited in Eisenberg, notes, "this interchange is an 

essential factor mder1ying the system's viability, its reproductive ability or c o n . t y ,  

and its ability to change" (1993, p. 103). 
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In an open system, there is a continudl supply of input in the form of new matter and 

infonnatio~ In a closed system, the boundaries are not permeable and there is no input 

or output, which leads to entropy. Entropy is the tendency for a closed system to slowly 

deteriorate and nm down (Morgan, 1997, p.40). An open'system's permeable boundaries 

avoid entropy, but also exposes the o~ganhtion to the instability of the environment 

The relationship between an organization and its environment demands that an 

organization is both dynamic and flexible. The organization has to detect and understand 

the events and trends in its environment and be flexi'ble enoua to adapt accordingly. 

To understand how open systems theory can be applied to organizational behavior the 

various elements of a system must be defined and explained Mined below are brief 

descriptions of key terms including environment, boundary, interdependence, feedback, 

and adaptation 

Environment 

A system has both an internal and external environment The external environment 

includes all elements that interact directly or indirectly with the system, but do not fall 

within its boundaries- The external environment is a rich source of resources, 

information, and feedback that a system depends on for survival. The interdependence 

between an organbation and its environment means that any changes in the environment 

will impact the system- 



The de-g characteristic of an open system is the nature of its boundaries. They are 

"demarcation lines or regions for the d e w o n  of appropriate system activity* for 

admission of members into the system, and for other imports into the system" (Katz & 

Kahn, 1978, p. 65). An open system's boundaries are porous and d o w  the exchange of 

information and matter between the system and its environment. Within the system, 

members of the organization have their own gods or objectives, but they also work 

together towards a shared organizational purpose that is defined by the leaders of the 

organhtioa 

Interdependence 

The term "interdependence" describes the relationship between the various components 

of a system, and between a system and its environment. In most systems, these 

relationships are mutually dependent and symbiotic- Internally, the various elements in a 

system must fimction as a whole for the system to be effective. Externally, a system is 

dependent on its environment for a continual flow of new inputs and the environment 

depends on the system for its ongoing flow of outputs. This interdependence is 

maintained through an ongoing process of communicationn The system, its components 

and environment -unicate through input, output, and feedback loops. As a result of 

this interdependence, when there are changes in one part of the system the other 

components must detect this and adapt accordingly. To apply systems theory to - 

orgxnjzational behavior, all internal and external components must be examined TO 

explain the actions of an organization, there must be a clear picture of the intend 
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dements involved, the surrounding environment and the interdependencies between 

these components- 

Feedback 

The communication between the internal elements of the system, and a system and its 

environment is achieved through feedback This term has its roots in General Systems 

theoq and Cybernetics ( B e r t a l e t  1968). Cybernetics is a "theory of conirol systems 

based on communication between systems and environments within the system, and 

control (feedback) of the system's fiuzction in regard to environment" @ertah@, 1968, 

p.21). Feedback is a loop back into the system that communicates the environment's 

reaction to a @cuIar output. To achieve the desired environmental readon, the system 

monitors the environment's response to a particular output and mod5es its behavior to 

achieve its particular goals. 

Adaptation 

The term adaptation is drawn &om organizational theories of population ecology and 

natural selection (Aldrich, 1979). When the environment cbanges and presents a system 

with either challenges or opportunities, the system must a&@ to match these changes. 

Through an ongoing process of adaptation the system is prepared to respond to fimne 

challenges posed by the environment. The evolution of the system may include 

reorganizing its components, changing the various i n t d  and external relationships, or 

changing the behavior of various components. When organizations face a turbulent 

environment that is increasingly complex and uncertain, evolution is the key to the 
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mvivd of the system. The system must match the environment's complexity by 

changing its structure and behavior. This foUows Ashby's law of requisite variety, which 

argues that the internid diversity of a system must match that of its environment to 

respond to challenges and opportunities (Morgan, 1997, p. 1 12). Organizational learning 

is one example of how a system can evolve to meet the challenges presented by the 

LIMITATIONS OF SYSTEMS THEORY= The Development of the Wew Science" 

The application of classical systems theory to organizations provides a particular view of 

how an organization functions. Unfortunately, like all theories, the use of systems theory 

in o~ganktional commuxrications has limitations. Systems theory sets out an extremely 

rigid structure and there is no room for the human elements of the organization. As 

Houston (1999) notes, systems theory reduces the various elements of a system to 

components that researchers can observe and understand (122). The lure of systems 

theory is appealing to a researcher but as Houston (1999) further states, systems theory is 

limited as  dynarnic processes in a system are 'Ykequently examined by analyzing static, 

hear properties Tather than dynamic elements that may produce complex processes" 

(122). As a result, when applying systems theory to o r ~ t i o n s ,  the dynamic human 

elements are reduced to simple components. When studying organizations, systems 

theory has no means of analyzing complex interpersonal or cultural processes. As a 

result, the final analysis is incomplete and lacking the human element. 
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Systems theory has come to dominate a variety of fields, including communications. In 

response to the limitations of classical systems theory, a new science emerged in the 

1980s that is based on the ideas of chaos, self organizing, self producing and complexity 

(Houston, 1999; Contractor, 1999; Miller, 1998). The new science seeks to address the 

knilatio11~ of classical systems theory and include the dynamic and complex processes 

and relationships that exist in a system As Houston (1999) notes, the new science goes 

beyond 

The superficial and apparent order of the universe to reveal a hidden dimension, 
one that contains an underlying order and structure that is unobservable when 
reduced to its parts (125) 

New science rejects classical systems theory's reliance on linearity, equiliibrium and 

stasis and argue that it is only through chaos and disorder that a system can become more 

complex As Horgan (1996) observes, 

Nothing novel can emerge fiom systems with high degrees of order and stability, 
such as crystals; on the other hand, completely chaotic, or aperiodic, systems such 
as hubdent fluids or heated gases, are too formless. T d y  complex things- 
amoebas, bond traders and the like-happen at the border between rigid order and 
randomness (196). 

The development of the new science approach is valuable to the study of o r ~ t i o n a l  

communidons provides the researcher with theories to help observe, understand and 

explain the dynamic human elements of organizations. As a result, the analysis of an 

or-tion that follows the new science reveals the true nature ofthe organization, not a 

reduction ofits dynamic elements into static components. 
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TEE ORGANIZATION-ENVIRONMENT RELATIONSHIP 

To understand an organizationys behavior and structure, its environmental context must 

be explained The connection between organizational structure and the environment is 

addressed by contingency theory which examines "'how organizations can more closely 

conform their structures and processes to the nature and dictates of their confronting 

environment" (Miles, 1980, p. 10). This theory is based on two main principles: (1) There 

is no best way to organize, and (2) Any way of organizing is not equally effective 

(Eisenberg, 1993, p.63). These principles were tested and supported in contingency 

studies by Bums and Stalker (1961), and Lawrence and Lorsch (1969). Burns and 

Stalker focused on how the patterns of management practices in organizations were 

related to elements in their environment (Lawrence & Lorsch, 1969, p.187). Lawrence 

and Lorsch (1969) wanted to find out what types of organizations were effective under 

different economic and technical conditions and how changes in an o r g ~ t i o n ' s  

environment affected its internal structure (p.4). Both studies supported the principles of 

contingency theory. AU organizations are affected by Werent sets of environmental 

conditions; as a result, each situation requires a unique response. One o r ~ t i o n ' s  

response to technological change in the environment wil l  be different £?om that of 

another facing new government regulations. Contingency theory addresses this through 

its focus on "the fit between the form and its niche7' (Mdrich., 1979, p.57). 

Defming an Organization's Environment 

An organhtion's en~onment can include "every event in the world which has any 

esect on the activities or outcomes" of the organization (FTeffer and Salancik, 1978, 
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p.12). It is unrealistic to expect an organization to attend to every single event; certain 

events have a higher degree of priority for organizations than others. Events can have a 

direct, indirect, or no impact on organizations. 

Robert Miles (1980) offers his categories of general and specific environments to classify 

the various events in an organization's environment. An organization's general 

environment includes technological, legal, political, economic, demographic, ecological, 

and cuIturaI conditions (Miles, 1980, p.195). Changes in this environment are more 

apparent to the or-tion as they are connected to daily operations. Typically, 

organizations do not have daily contact with these conditions in the general environment 

and have to perfonn environmental scanning and monitoring to deal with them (Miles, 

1980, p. 195). External communications is a boundary spanner that detects changes or 

shifts in the general environment This thesis focuses specifically on the technological 

changes in the general environmenf in particular the advances in communication 

technologies. 

The Enacted Environment 

How can a .  organization process the vast amount of infomation and events in its 

environment? How does it create meaning for these events and assess their relevancy? 

Karl Weick (1979) proposes a model to explain the process of defining an organization's 

environment His model combines organizational theories of population ecology and 

evolution, and it is composed of three stages: enactment, selection and retention (Weick, 

1979). In the first stage, enactment, the organization creedes a subset of the larger 
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environment by attending to only certain elements and ignoring others. This subset is 

what the organbtion responds to; the conditions they fkce are self-created through 

selective perception "Organizations paint their own scenery, observe it through 

binoculars, and try to find a path through the landscape" (Weick, 1978, p.136). Once the 

environment has been enacted, the organization selects a meaning and explanation for it 

£iom a number of possibilities. The find stage of the model is retention; the organization 

only retains explanations that make sense and have worked for it in the past. 

The process of retrospective sense making is the heart of Weick's model and is based on 

the question, "How can I h o w  what I think until I see what I say" (Eisenberg, 1993, 

p.llO). For an organization to effectively achieve its goals, it must understand the 

various elements in the environment and its relationship to these elements. With this 

knowledge, an organization can plan for the fhture by relying on its assessment of past 

and present interactions with the environment For example, an organization's memory 

of past events that have negatively impacted its behavior and actions may guide b e  

choices. Armed with this understanding an organization creates strategies that respond 

appropriately to the environment An organization can achieve its goals by working 

within the constraints of the e x t d  environment- 

One element of the environment this research focuses on is communication technologies. 

By including communication technology in its enactment of the environment, an 

organization is classifying the technology as an important issue to attend to. If an 

organization's enactment of the environment includes communication technologies, it 
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will be prepared with strategies and tactics to deal with changes in the technology. For 

example, an organization may develop an Internet web site, implement an internal and 

exiernal email network, or adopt a technology protocol at alI levels of the organizatio~~ 

Causal Texture of the Environment 

This research focuses on a particular type of environment: the turbulent environment- 

This key term was introduced by Emery and Trist (1965) in response to their observation 

that over time environments have become increasingly complex (Emery and Trist, 1965, 

p.21)- Emery and Trist apply open systems theory to understand the hkages, 

connections and interdependencies in an organization's environment. 

Emery and Trist introduce four types of causal textures that exist on a continuum. They 

argue that in a complex environment there is a high level of h b g e s  both within an 

organbtion and among the elements in its environment Emery and Trist use LL1, L12, 

L21, and L22 to represent these interdependencies. 'Z" refers to the Iinkages "1" refers 

to the system and "2" to the environment (Emery, 1977, p.4). L11 is the 

interdependencies within the system itself, Ll2 is the system's actions or planned actions 

in its enviromen~ L21 is the goals and noxiants the system faces in the environment and 

the flow of information into the system. E22 is the c'cauraC texture of the environment, " 

how processes in the environment causally determine each other independently of the 

actions of the organization imposed on the environment (Emery, 1977, p.4). 
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Emery and Trist's main concern is L22, the c a d  texture of the environment The 

interdependencies in the environment are often invisible and diflicult for an organization 

to detect or monitor. As a resuif the interdependencies are a source of instability, 

uncertahty, and ~tlpredictability~ Out of their definition of causal textures, Emery and 

Trist describe four types of organbitionat environments. These four environments are 

arranged in a continuum and each marks an increase in the level of interconnection and 

rate of change. An increased level of interconnections means a single change can have a 

number of effects on and organization and it must unders&md and deal with a number of 

elements at once, An increase in the rate of change or movement creates uncertainty for 

an organization and it is diEcult for it to plan fiture actions. 

Emery and Trist (1965) define four causal textures, including (I) placid, randomized; (2) 

placid, clustered; (3) disturbeh reactive; and (4) turbulent field (p.24). The present 

research is concerned with the turbulent field, which has the highest level of 

interconnection and movement among its elements. To place this field in a context, the 

other fields in the continuum must f b t  be descnied The first type is the random, placid 

environment, characterized by its stability, low levels of interconnections and movement. 

Organizations in this field have a hi@ level of control over their envircnment (Emery and 

Trisf 1965,p.24). Next on the continuum is the disturbed, placid environment which is 

also relatively stable but some elements are axranged in clusters. As a result, the 

organization must recognize the clusters and deal with them as such, not as individual 

elements (Emery and Trist, 1965, p.25). The third field is the disturbed, reactive 
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environment, which is more complex than the previous two as it is a clustered placid 

environment that has two or more systems ofthe same kind (Emery, 1977, p.8). 

Turbulent Environment 

The turbulent environment is the find causal texture and is characterized as uncertain, 

dynamic, and unstable. Emery (1977, p.14) identifies five major trends that have created 

the turbulent environment, including an increase in organkationaI size and concentration 

of power, growth of interdependencies between sectors in society, increased use of 

scientific research and development by organizations, increased bureaucracy, and a 

revolution in communications (Emery, 1977, p.15). The role of this ERh element in the 

turbulent environment is the focus of this study. In this field, the high level of 

interconnection between environmental elements creates rapid changes, and increased 

unpredictability and complexity. In addition, C'actions in other parts of the interconnected 

system, while largely invisible, can have impact on the organization's immediate 

exchanges'' pfeffer and Salancik, 1978, p.64). Organizations must learn to deal with the 

turbulent environment, as it will continue to increase in its complexity @mery, 1977; 

Terreberry, 1968). 

It is difficult for organizations in this environment to understand, predict or control their 

surroundings and as a result, it is hard for organizations to make Informed decisions. 

Often, decisions are made based on inadequate or incomplete information, a dilemma 

Williams terms the "crisis of knowing" (Williams, 1982, p. 14). As Emery and Trist 

(1965) note, 'Yhe environment ceases to be a stable ground on which organizations can 
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play out their games and counter--games. With shifts in the ground the ground-rules 

change in unpredictable ways" (p.9). 

Long range planning in the turbulent environment is firtile, the environment is constantly 

shifting and plans quickly become irrelevant and outdated (Ternberry, 1968, p.595). To 

cope, the organization needs to understand the various elements in the environment, their 

interconnections and the possible effects on the organizatioa Although organizations 

must accept the unpredictabfity of the turbulent environment, the process of monitoring 

and understanding its environment provides a degree of control (pfeEer and Salancik, 

1978, p.65). If the organization can successllly assess the turbulent environment, it can 

match it through adaptatioa 

In 1977, Emery pointed to the role of communication technology in the turbulent 

environment, and since this point in time, the technology has advanced even M e r  with 

the introduction of digital technology. It is reasonable to assume ttiz developments in 

communication technology have increased their role in the creation of the turbulent 

environment The technological developments have increased the speed and flow of 

information through both time and space. The result is heightened uncertainty, 

unpredictability and complexity of the environment 

However, it is important to critically examine Emery and Trist's ideas about the various 

types of environments. Their theory has clearly broken down the environment and 

defined it along an organized continuum. But, at ground level, in the real world of 
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organizations, the development of an organization's envkonment is not as clear-cut. 

An organjzation does not necessarily pass though alI the levels of Emery and Trist's 

continuum, nor does an organization necessarily face and increasingly turbulent 

environment. 

For example, a smal l  organization that sells pencils would not face the same type of 

turbulent environment as a large organization that produced computer chips. When 

looking at the practical world, it appears that turbulence can exist in varying degrees. 

When applied to the real world, the theoretical notion of turbulence is not a monolithic, 

allencompassing environment; it affects a select group of organizations in varying 

degrees. 

HOW AN ORGANZATION CAN RESPOND 

In the turbulent environment, the exchange of information is almost instantaneous 

through a combination of high-speed networks and global satellite systems. Williams 

(1982) observes that "the increasing volume and speed of communication creates 

problems of information overload, leads to M e r  intensification of interdependencies 

within and among societies, and heightens the sensitivities of parts of the social 

environment to one another" (p.4). The amount of information that an organization 

receives, classifies, categorizes and must attempt to understand has increased 

dramatidy. In addition, the advances in technology have increased the number and 

complexity of interco~mections in the environment and as a result, it is diflicutt to predict 

the impact of a particular trend on an organization (Williams, 1982, p.11). TO deal with 
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the turbulent environment, organizations increase boundaqqnnning activities and 

employ active adaptation techniques such as orgmhtional learning- 

In a turbulent environment, born* spanning activities are used to continuously scan 

and monitor the environment for trends and changes. Facing these conditions, it is 

difEcult for an organization to achieve its goals and objectives. Boundary spanning is . 

one solution to the problem an organization faces in the turbulent environment, 

External comm~cations is a boundary spanner that performs scanning and monitoring 

for the organization According to Miles (1980), boundary spanning activities are 

responsible for "'representing and protecting the o r ~ t i o n ,  transacting with external 

elements, information gatekeeping and monitoring and scanning the environment for 

potentidy important events and trends" (p. 10). External communication makes sense 

out of the complex web of idonnation an organization faces in its environment. The 

turbulent environment demands close attention; otherwise any organktioml tactics, 

strategies, or operations are based on oversimplification of the environment and may 

intensify the problems that the organization is conf?onting (Miles, 1980, p.209). 

Boundary spanning activities seek to avoid this dilemma 

ADAPTING 

An o r w t i o n  can respond to the turbulent environment with active adaptation, in 

particular organizational learning. Facing the conditions of a turbulent environment, 

o r g d t i o n s  must explore and mdersta~d the changes in the environment, and be 
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flexiile enough to respond appropriately Worgan, 1997, p.44). Through adaptive 

behavior an o r g d t i o n  can find a "balance or compatibility between strategy, structure, 

technology, the commitment and needs of people, and the external enviroomnet" 

Morgan, 1997, p.49). In the process of adapting, the organization becomes more 

complex The evolution of an organization to a more complex form distinguishes it fkom 

non-living systems ('Terrebeny, 1968, p.599). 

How does an organization adapt to a turbulent environment? Theories of adaptive 

behavior apply open systems theory and the concept of feedback Feedback is "a circular 

process where part of the output is monitored back, as information on the prehnkmy 

outcome of the response, into the input thus making the system self-regulating, be it in 

the sense of maintenance of certain variables or of steering toward a desired goal" 

(Bertalad@, 1968, p.161). There are two types of feedback in a system: corrective or 

deviation counteracting feedback and growth or deviation amplifying feedback 

@isenberg, 1993, p. 102). Deviation-counteracting feedback re-establishes the levels of 

various elements that were defined as goals for the system and is also called morphostasis 

(Eisenkg 1993, p.102). On the other hand, deviation amplifying feedback, or 

morphogenesis does not maintain a steady state or defined course, but looks for "new 

avenues of growth and development" (Eisenberg, 1993, p. 102). Morphogenesis is central 

to organkational learning, but organizations need both forms of feedback to be effective 

in a turbulent environment. Deviation-countering feedback allows them to maintain 

stability on a chosen come, and deviation-amp-g feedback continually assesses if 

the organization can head in a new direction (Eisenberg, 1993, p. 102). 



Morphogenesis is the focus of this research as this fonn of feedback guides an 

organktion's adaptation to the turbulent environment This form of feedback 

"elaborates or changes a system's form, structure, or state7' Puckley, 1968, p.58). 

Buckley (1968), Morgan (1997) and others highlight three principles that guide an 

organization's morphogenetic behavior. Organhtions temporarily adjust to changes in 

the external environment, direct themseIves toward more congenial environments, and 

permanently reorganize to deal more effectively with the environment (BuckIey, 1968, 

p.58; Morgan, 1997, p.90). 

To adjust to a new environment, the organization must first recognize and understand the 

changes in its environment Boundary spanning roles such as external communications 

are the CCcritical link between environmentid characteristics and organktiod structure7' 

(Aldrich and Herker, 1977, p.228). Boundary spanning roles are central to the process of 

mapping the environment E x t e d  communications is one area of the organization that 

is responsible for gathering and processing information so the organization km perform 

morphogenesis. 

In a turbulent environment, the importance of boundary spanning roles in an organization 

has increased (Aldrich and Herker,l977; EmeryJ977; Terreberry,l968). The turbulent 

e11vironment demands organizational ada&&m, and boundary roles are crucial for their 

monitoring, scanning and information processing activities. As Sonnation gatekeepers 

they "can prevent organizations from becoming prematurely ossified and mismatched 

with their environment" (Aldrich and Herker, 1977, p.219). 



ACTIVE ADAPTATTOK ORGANIZATIONAL LEARNING 

Organizational Ieaming is a form of active adaptation, which is defined in opposition to 

passive adaptation. According to WSLiams (1982), "the difference between passive and 

active adaptation is the difference between concern with immediate survival in the social 

environment and pursuing radically different directions to transform the 

environment""(p. 16). Active adaptation responds to the turbulent environment' s 

complexity and uncertainty by providing an organization with the tools to implement an 

ongoing process of learning- 

Two concepts central to organizational learning are single-loop and double-loop learning. 

Ashby (1960) first introduced these processes, but Chris A r m s  and Donald Schon 

(1978) applied them to organizational behavior (Morgan, 1997, p.88). Single-loop 

learning is the "ability to detect and correct error in relation to a given set of operating 

norms" (Morgan, 1997, p.87). Bomdaq spanners are involved in this form of learning. 

On the other hand, double-loop learning is when an organization takes a 'double-look' at 

themselves and questions the relevancy of its norms structures, and underlying 

assumptions (Morgan, 1997, p.87). This is a more sophisticated form of organizational 

learning where an organization is learning how to learn (Eisenberg, 1993, p.102). This is 

a dif£icdt process to initiate and sustain in an organization, but it is necessary in a 

turbulent environment Double loop learning occurs at both the strategic and operational 

levels. Morgan (1997) notes that many organizations implement double-loop learning at 

the level of strategies, but at the operational level they still employ single-loop learning 
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@-88). This lack of congruence means the orgmhtion is not fully effective in the 

turbulent environment 

The process of organizational learning has a number of stages that lead to an 

understanding of the external environment Organizations 

inquire into trends in the contextual and task environment, assess how emergent 

trends are likely to affect fuhue prospects, determine desirable future directions, 

critically examine existing organizational design and present strategies, and 

develop shared understanding of how the organization should change to increase 

its potential for pursuing desirable directions. (Williams, 1982, p. 163) 

The first step of this process is undertaken by the bomdaxy spanning roles that are 

sensitive to changes in the enviroriment. They must recognize patterns and trends that 

signal impending changes so the organization can be prepared with an appropriate 

response. The learning organization must think about their organization in new ways so 

that it can "envisage and create new possibilities" (Morgan, 1997, p.91). The 

organization has to be creative in its responses to the changes in the turbulent field This 

process demands that the organization maintain a cIear map of its past, present and 

fuhrre: where it has been in the past, where it is now and where it wants to go in the 

e e .  This map is used to guide their behavior in the turbulent environment 
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.Organizational learning is not a simple process that can be taught in business seminars; 

it is a form of evolution that changes an organization's fundamental approach to its 

relationship with the environment The process forces an organization to constantly 

reassess its "dominant values and ideals, (and) frameworks of understanding" (Williams, 

1982, p. 193). It must continually question the norms and fkmeworks it uses to map its 

environment The process must be adopted by the organization as whole, not just certain 

individuals and it must be canied out at the various organizational levels. In addition, 

"those most affected by the change must be involved M y  in all phases of the process 

leading to organizational redesign" (Williams, 1982, p.162). To be effective, learning 

must be integrated into the daily activities of the organization. 

The organizational learning process veers radically fiom traditional management 

approaches. Traditionally, the focus has been on "fitting outcomes to expecta~ons more 

than, or at least before, trying to fit expectations to outcomesyy (hmirez, 1983, p.730). 

This rigid structure is not successful in a turbulent environment that demands flexibility. 

Traditional forms of planning, management and research are still usem, but they must be 

guided by active learning- The result is a shift in the organhtion's approach to the 

environment, its place in it and the possibilities for the m e .  

Ramirez's distinction of higher and lower logical types explains how active learning can 

guide an organization's activities. These two types o f  logic are arranged in a hierarchy 

where "the higher logid type constrains and qualifies the lower logical type" (Ramirez, 

1983, p.728). In active learning, the process of learning is the higher logical type that 
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guides the lower logical type of traditional planning, management and research, As a 

result, traditional management practices of the Lower logical type are constantly 

questioned and tailored to match the demands of the turbdent enviroment. Schon 

(1983) has described this process as framing and re-g. Expectations are refhmed 

based on current and fuhne projected learning which allows an organization to anticipate 

change and be prepared with a response m e z ,  1983, p.732). This refiaming of 

expectations to fit enviroamnental changes is another example of organizational flexiiility. 

The expectations of an organization must change as the environment changes or they 

quickly become outdated, unreasonable and unattainable. 

To be a successll learning entity, an organization must be flexible in both its behavior 

and structure. Morgan (1997) descriks this flexible structure as the encouragemeid of an 

"emergenf' organization (p.94). This adaptive process is guided by an organization's 

vision, norms, values, and limits (Morgan, 1997, p.95). Orgmkational learning diverges 

fiom traditional approaches that define static targets for an organization to meet, targets 

which discourage double loop learning Worgan, 1997, p.95). Without double-loop 

learning, the organization is not effective and wil l  not adapt. 

The theories introduced in this chapter axe the foundation for the remainder of the thesis. 

The following chapter focuses on two of the key issues of the central question: 

communication technologies and external commmicatio11~. The chapter reviews the 

Literature in three areas: technology and organizational change, public relations theory, 

and the use of communication technology in public relations. 



CHAPTXR TEREE: 
COMMUNICATION TECENOLOGY AND 

PUBLIC RELATIONS: A LITERATURE REVIEW 
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The central focus of this thesis encompasses three areas of literature &it will h e  the 

discussion: technology and organizational change, public relations, and communication 

technologies in public relations. This chapter reviews pertinent literature on each ofthese 

areas. The discussion of these literatures provides a bmework for answering the 

question at hand, and background for analyzing the case study data 

The first park of this chapter focuses on theories of technology and organizational change. 

It introduces general theories of how and why an organization is influenced or affected by 

the introduction of a new technology in the environment, This section also encompasses 

a discussion of models describing the changes to information technology in the modem 

organizational environment and it describes specific types of organizational changes at 

micro and macro levels- 

The second part of this chapter discusses the various theories and models academics have 

used to describe the practice of public relations (PR). Here, in parhcular7 we will identify 

PR as a form of external communications that is crucial to an organization's survival in a 

turbulent environment. 

The final section joins these two literatures through a discussion of how PR is affected by 

the introduction of wmmu.nication technologies. 
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Terminology 

Before the literature is introduced, the term cccommunication technology" must be 

discussed Communication technologies fd into the broader category of information 

technology. Zmud (1990) defines information technology as ''the application of 

computer and communications technologies in the acquisition, storage, analysis, 

distniution, and presentation of informationy7 (p.95). Some examples of the technology 

include computers, including hardware and software; telecommunication, including %er 

optics and satellites; videocoderencing, Internet; email, and artificial intelligence 

@eddy, 1990,p.235). 

The development of communication technology has affected a broad range of 

o r g ~ t i o n a l  activities. Organizational change in the face of technological advances is 

not a new phenomenon The industrial revolution led to the automation of physical tasks, 

and now the Infomation revolution is replacing human information processing activities 

with computers. Digital technology uses binary code to transform images, text, audio and 

video into a series of ones and zeros. This code can be transported anywhere through 

telephone lines, fibre optic cable or satellite transmission, and be reconstituted into its 

original at the point of destination The advantages of digital technology include 

enbanced collection, storage, analysis, transmission, and encryption of information. In 

addition to new tools, the advances have introduced new knowledge and methodology 

(Goodman & Sproull, 1990; Reddy, 1990; Weick, 1990). The new technologies have 

introduced a broad range of tools and processes, but they do not always replace older 

ones; they may compIement what already exists. For examp1e, the development of email 
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has not replaced the use of traditional tools including the telephone and written 

correspondence. On the other hand, the use of computer categorizing systems in li'bdes 

has replaced traditional card catalogues. Technological innovation is an ongoing process 

and each new development is added to the existing m k  

I Technoiogy 
General Theories of Technology and Organizational Change 

To understand how advances in communication technology have afTected organizations, 

it is important to take a step back and look at the general effects of technology on 

organizations. This discussion will introduce the theory of technologicaI determinism, 

Markus and Robey's (1988) three perspectives on technology a d  organizational change. 

The aim is to provide a ~ e w o r k  that can help us understand the changes now being 

experienced by organizations. Following this general discussion, an examination of 

theories that to communication technology will be presented. This will include models 

developed by O'Reilly and Pondy (1979), Galbraith (1973), and Gerstein (1987). These 

models are particularly useful in describing changes that organizations go through when 

communication technologies are introduced 

The previous chapter introduced various organizational change theories including 

systems theory, contingency theory, organizational adaptation, and organizational 

learning. These theories provide a useful background for the present discussion by 

demonstrating how internal functions; roles and structures of an orggmkation must adapt 

as the external environment changes. Communication technology is one element in the 

environment that has advanced rapidly since the 1960s. The literature illustrates that this 
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advance has been mirrored by a change in organizational structures and processes. To 

point out a direct causal relationship between these two streams of change is too 

simplistic and would fall into the trap of technological determinism. Technological 

determinism "'assumes that the technology is a determinant of organizational change; that 

is each technology necessitates new orgniza-tional activities and structures and changes 

the features of already existing activities and structures7' (Nass & Mason, 1990, p.46). 

Technological determinism does not acknowledge that technology is only one 

environmental mar that can initiate organizational change; it overlooks the role of 

economic, political, legal, demographic, ecological, social, and cultural elements in the 

environment (Miles, 1980; Pfeffer, 1982; Scott, 1990; Sprod & Goodman, 2990; Trist, 

1977). 

A number of different disciplines have studied the relationship between technology and 

organkmtional change, including organizational theory, management science, sociology 

and computer science (Uarkus & Robey, 1988). As a result there are a variety of 

approaches instead of a single cohesive hmework. Markus and Robey have classified 

the approaches into three categories: technological imperatives, organizational 

imperatives, and emergent perspectives. These categories were developed fiom Pfeffer's 

cCperspectives on action," that classify approaches to organizational theory (Pfeffer, 1982, 

P-5)- 

The first categoq, the technological imperative, adopts an approach of technological 

determinism and argues that technology has a direct impact on an organktion by 
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determining or constmining its behavior (Mixkus & Robey, 1988, p.585). Pfeffer's 

(1982) original category is ccextefnat constraint or situational control,'" where external 

factors determine an orpnization's actions (p.8). This approach overlooks other possible 

factors in the environment, and denies the organization any forms of self determination or 

choice in adaptation. 

Markus and Robey's second category, the organizational imperative is based on Pfeffer's 

(1982) category of ccprospective, intendedly rational, created action" (p.5). Under this 

perspective, an organization meets specific goals by rationally choosing a particular 

action from a variety of options (Pfeffer, 1982, p.6). In this category, organizations have 

an ccahost unlimited choice over technological options and almost unlimited control over 

the consequences" (Markus & Robey, 1988, p.587). Once again, this is a simplified view 

oforganiationd change as it overlooks the constraints and demands in the environment, 

for example those created by technology. 

The find category, the emergent perspective views the use and consequences of 

technology as the result of complex social interactions (Msukus 62 Robey, 1988,p.588). 

Pfeffer's (1982) original category is the "random, emergent process view of action" (p.9). 

This complex process involves interaction between various organizational and 

environmental fictors (Pfeffer, 1982, p.9). Under this perspective, the changes effected 

by technology cannot be predicted as there are other environmental factors involved in 

the process. In addition, neither the technology nor the organization has complete control 

over the process of change, which result from a combination of "gods, actions, and 
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interactio11s7' (Contractor and Eisenberg, 1990, p.150). This perspective is the most 

valuable to this research as it addresses the interplay between the turbulent environment 

and organktional choice. 

Weick's notion of enactment is central to the emergent perspective process. An 

organization cannot attend to aII the events and dements in the environment, it must 

choose a subset to act upon. The elements included in an organization's enactment are 

those that the organization will track and monitor. But, an organization is also affected 

by elements outside of their enacted environment, and as a result it must continually 

assess and change its enacted environment. As a result, an o r ~ t i o n ' s  enactment of 

the environment is not static; it is a dynamic process. It is created out of a set of pattern 

and behaviors that are continually produced, reproduced and revised (Scott, 1990, p. 127). 

The elements included in an organization's enactment of the environment can S e c t  

organizational structure. The in--oduction of technology into this process has an effect as 

it offers new tools that the organization uses to enact its environment. In addition, the 

introduction of a new technology either changes or reinforces existing o r ~ t i o ~  

rules and patterns of communication, and this aBects the structure (Weick, 1990, p.19). 

Technology alone does not create change; it is a result of the interadon between the 

technology and the f o d  and infoma1 organizational structures. For example, if a 

technology challenges particular rules or procedures in the formal mcture, the 

organization's structure may have to change. 
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Communication Technology and Organizational Change 

Wkus and Robey's (1988) classifications and Weick's (1979) view of the enacted 

environment are possible approaches to understanding the role of technology in 

organizational change. This section focuses specifically on the effect of communication 

technology on organizations. O'Reilly and Pondy (I979), and Galbraith (1973) offer two 

perspectives on this subject In an o r w t i o n ,  communication technology influences 

changes to information processing activities and ultimately to communication p&erns 

and flows. Communication tools have changed the nature of an orga.n.kation7s internal 

and external communications activities. In an open systems view of organizations, the 

communication flow between elements is what binds the structure together. 

The connection between technology and organizational change is not exclusive to 

communication technologies. Historically, the introduction of a new technology has 

effected changes in organizational behavior and structure. One explanation is that a 

technology is most effective when the o r g ~ t i o n ' s  structure changes to meet its needs 

and characteristics, instead of forcing the technology to fit into an existing s t r u m  

(Galbraith, 1973). For example, communication technology offers new tools for internal 

communication and the structure must be flexible enough to accommodate the demands 

of the new tools. 

A variety of theorists have examined how the introduction of communication 

technologies has influenced organizations. O'Reilly and Pondy (1979) offer a model of 

o r w t i o d  communication that includes organizational variables, communication 
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structure, process and outcomes. In this systems-based model, the elements of the.. 

organization are connected, and changes to one have a domino effect The introduction of 

communication technologies Sects  each element of the organization 

The organizational variables in O'Reilly and Pondy's model include the idonnation 

processing needs of the organization, which guide the development of the communication 

structure. The communidon structure includes networks, roles, directionality, and 

information channels which in turn constrain the communication process. The 

communi~tion process is composed of gatekeeping and boundary spanning functions 

and it leads to the development of the communication outcomes including group decision 

making processes and leadership roles. 

Interdependence and interconnectivity define O'ReiUy and Pondy's model. As a result, 

the introduction of communication technology in the environment and the organization 

has a number of effects at each level. With the introduction of communication 

technology, the organization's structure as a whole changes. Communication technology 

creates a greater demand for idormation processing, develops new communicaiion 

channels and patterns; and introduces new tools for boundary spanners to monitor the 

environment. 

Galbraith (1973) offers a second perspective on the effects of communication technology 

on organizations. A contingency theorist whose work falls into Ma-rkus and Robey's 

category of an emergent perspective, Galbraith applies Information Processing Theory to 
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study the relationship between an orpnhtion's s t r u m  and its information 

processing requirements. The I n f o d o n  Processing Model; defines an organization as 

an information processing newvork whose key activities are -infomation processing and 

decision-making (Galbraith. 1973, p.1977). This model incLudes tasks; rules, program 

and procedures; hierarchy; and goals (Galbrai& 1973, p.9). Information processing is 

connected to each of these elements and the in~oduction o f  corrrmunidon technoiogy 

Galbraith offers mategies or -ea r ions  can we to dea9 with the challenges and 

opportunities of the nrrbulent environment. These saategies include the use of resources, 

group and teamwork vertical infomaxion systems, and l a d  relations (Galbraith, 1975, 

p.15). In the new enviro_nmenf an organization can alter how resources are allotted, for 

I exampie it can invest in an up to date comrnunidon system and data processing 

! software and hardware. The organization can also increase the use of teams and groups to 

accomplish tasks. Teams are ~el~supentising and responsible for decision making at 

I their level of the hierarchy. The third option Galbraith introduces is to implement a 

vertical information system that supplies decision makers with continuous feedback so 
I 

they can assess if structural adaptation is necessary (1973, p.17). The final m t e g y  he 

offers is the creation of laterai relations, which change the communication and decision 

making patterns of the organization. This strategy "moves the level of decision making 

d o ~ n  to where the infomation exists rather than bringing i~ up to the points of decision" 

(Gaibraith, 197% p.18). 
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Galbraith's approach is valuable to this study as communication technology has 

increased levels of information to be processed, and reduced the Length and demand of 

i&ormation processing tasks through computerization. As the levels of complexity, 

uncertainty and interdependence increase, organkzttions must perform more information 

processing activities (Scott, 1990, p.113). The adaptive strategies Galbraith proposes are 

weil suited to the characteristics of the new technologies- For example, email and 

htranets promote the use of lateral relations. Galbraith recognizes the roles of both 

organizational choice and envkurnental constraints in the adaptive process. 

Communication Technology and Changes to Organizations: The Practical Level 

The theories introduced in this chapter provide a h e w o r k  for understanding how 

organizations are m e d  by the introduction of new technologies. How organizations 

perform tasks and what tools they use has changed dramatically. The goal of this section 

is to describe the organizational changes at a practical level. There are two main areas 

that are affected by the introduction of communication technology: information 

processing activities and communication patterns and networks. As systems with 

muitiple components that gather input and create outpa these two activities are central to 

organizations (Gerstein, 1987; Galbraith, 1973, 1977; 07Reilly & Pondy, 1979; 

Thompson, 1967). These changes to organizations can be viewed fiom the micro and 

macro levels, from the individual or the organizational levels. 

At the micro levels of analysis, the introduction of communication technology into 

organizations has changed how individuals work and communicate. The changes are 
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related to tools such as computers, email, Internet, Intranef and videoconferencing. 

Individuals are required to have a new set of skiUs to function in this new environment 

In addition, they are in a process of ongoing learning as the technology is constantly 

changing and being updated Communication patterns are also changing as the 

technology reduces face to face commUnics1tion and increases electronic channels such as 

email. Meetings are being replaced with informal discussions through email and the use 

of videoconferencing (Thach & Woodman, 1994, p.39). One result may be a lower level 

of member motivation and satisfaction. One benefit of the technology is its eradication 

of time and space constraints. Individuals are not bound to a specific geographic location 

or time of day. According to Olson (1991), the new technology's characteristics of 

portability, time independence, location independence and flexibility has increased levels 

of remote work including telecommuting (p.8). Members of an organization can work 

fiom home or other locations at any time of day and have full access to Momation 

systems and other members of the organization. Communication with other members of 

the organkzation is asynchronous; messages are sent and responded to at the leisure of the 

individual- Is this overall reduction of face to face cominunication beneficial? There are 

certain non-verbal cues that are lost in an electronic message, which can lead to 

misunderstanding and miscommunication In addition, there are concerns that a reduced 

level of contact with other members can have negative psychoIogical consequences 

(Thach & Woodman, 1994, p.40). 

The organizational changes can also be viewed from a macro level of analysis: the 

organization as a whole. At this level, the new technology has dramatically changed 
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organizational communication pa-. For exaniple, email has increased 

comm~cation between various departments and levels of hierarchy (Thatch & 

Woodman, 1994, p.38). One result of these shifting patterns is a change in the 

organizational decision making process. In the turbulent environment, decisions must be 

made fiecpently and efficiently. In addition, large amounts of information can be stored, 

and reconfigured to respnd to a particular question (Kuber, 1990, p.241). The new 

technologies aid decision making as they allow access to idomation from both inside 

and outside organizational boundaries. Armed with this improved access to information, 

members make more informed decisions. The technology also increases the participation 

of internal and external individuals who were not included in traditional decision making 

processes. For exampie, external experts can be contacted for feedback on particular 

questions (Hber, 1990, p.247). 

Thatch and Woodman (1994) undertook a survey of the advances in information 

technology that have the potential to impact organizations and they reviewed the issues 

the technologies raise. Thatch and Woodman's survey revealed three trends in the new 

technologies that provide organizations with valuable opportunities, including, tools for 

individual work support, tools for group work support and enhanced global 

com~UDications (1994, p.35). Tools that can enhance the organkmtion at the individual 

level include the use of portable computers to create mobile workers, use of computerized 

personal agents and personal data assistants, and hyper-leanring, which is using computer 

training programs to gain necessary skills (Thatch and Woodman, 1994, p.35). Group or 

teamwork is enhanced by Groupware, a type of software that networks a team's 
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computers; and the use of real time onlinee' discussions and chats (Thatch and 

Woodman, 1994, p.36). Enhanced global communications offer a variety of tools for 

organizations including ema.  group videoconferencing, videophones, and desktop 

videoconferencing (Thatch and Woodman, 1994, p.3 8). 

Thatch and Woodman's (1994) research indicates that there is a higher level of 

participation in decision making at all levels of the hierarchy. By using email and 

videoconferencing individuals can participate without the large time commitment 

required for fkce to face meetings. In addition, many decisions are made at the point 

where the information is in the hierarchy rather than sending it up to higher levels. In 

addition, once decisions are made the members are more informed through the use of 

1ntra.nets and Electronic Bulletin Boards. Thach and Woodman (1994) argue that as a 

result, members have a more positive perception of organizational communication flows 

as information is more timely and accessible (p.3 8). 

The changes to decision making and communication patterns are influencing 

organizations' hierarchical structures. The new environment demands a hierarchy that is 

flexible, not static. This demand for a flexible hierarchy is in response to the increasing 

complexity and dynamism of the environment (Reddy, 1990, p.248). Increasing self- 

supe~sion, computer monitoring and teamwork have all reduced the number of levels in 

the hierarchy (Gerstein, 1987, p.27). 
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At a more abstract level, changes in communication technology have led to changes in 

orpnkational culture. Culture is a part of the i n fond  structure of an organization that 

is based on its comxnunication patterns and behaviors. It is a set of shared values, beliefs, 

meaning understanding, and sensemaking (Morgan, 1997, p.138). This collection of 

organizational behavior patterns is directly affected by the technology. As the culture of 

the organization changes it reflects the new forms and patterns of communication that the 

technology introduces (Gerstein, 1987). Technology, to be m y  implemented, must 

become a central component of organizational culture. If members are not willing to 

accept the technology this will impede its integration into the organization. 

II Public ReIations 

The central question points to a second body of literature, Public Relations (PR) theory, a 

form of external cotnmunications. PR is a subset of external communications and the 

academic literature in this area incrudes all the elements of extend communication this 

study is concerned with. The practice of public relations has existed in one form or 

another for centuries, dating back to Aristotle and Plato3s practice of rhetoric. This form 

of organizational communication is labeled under a variety of titles including corporate 

communications, issues management, product publicity, investor relations, financial 

communication, lobbying public affairs, media relations, community affairs, crisis 

management, events management, and sponsorship (White & Mazw* 1995, p.12). 

Although there are a variety of names for PR practices, they all share similar roles in the 

organization. Is there a broad definition of PR that encompasses these various facets? 

The goal of defining PR is not to name all its elements, but to highlight its distinguishing 
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characteristics. The definition should include elements that are informative for both 

theory and practice (Long & HazeIton, 1987, p.6). Defining this term is not a simple 

task, and since the early 1970s scholars have produced a variety of definitions. Each 

definition of PR focuses on similar elements, but each reinforces the value of one over 

others. G d g  and Hunt's (1984) is the most popular definition: "the management of 

communication between an organization and its publics" (p.4). 

Cutlip, Center and Broom's (1985) definition focuses more on the relationship between 

the organkition and its publics. They define PR as 'the management h t i o n  that 

identifies, establishes, and maintains mutually beneficial relationships between an 

organization and the various publics on whom its success or failure depends" (Cutlip, 

Center & Broom, 1985, p.4). A find definition is offered by the First World Assembly of 

Public Relations Associations in their 1978 Statement of Mexico. This definition focuses 

on the activities of PR, they define it as "the art and social science of analyzing trends, 

predicting their consequences, counseling organizational leaders, and implementing 

planned programs of action which will serve both the organization and the public 

interest" (Gordon, 1997, p.60). 

These three definitions share the common elements of management, c o m u n i d o n ,  

organization, and publics. Each defhition points to the roIe of PR both in the 

organkition and between the organization and its publics. The definition this thesis 

adopts uses these as a foundation, but focuses on different elements. Applying an open 

systems approach, I include PR under the broader term of external communications and 
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define it as a component of an interconnected system that is responsible for 

communicating, scanning and monitoring the intend and external environments to 

achieve organizational goals within external constraints. This definition focuses .on the 

rcle of PR in the organization's adaptive subsystem. This definition will be explored 

through a discussion of PR's role as a boundary spanner. The various definitions 

presented illustrate &at PR can be viewed in a number of different ways, but its essential 

elements are constant. PR is an integral component of organizational management and is 

a critical point of contact with the external environment. 

Academic Research and Public Relations 

This section of the Literature review will presents models that explain and describes the 

role of PR in an organization. It review systems theory and discusses the models of 

Grunig and Hunt (1984); Hazelton and Long (1987); Cutlip, Center and Broom (1984); 

Bell and Bell (1986); Aldrich and Herker (1977), and dialogic communication 

(Eisenberg L Goodali, 1993; Kent & Taylor, 1998; Pearson, 1989). These models share 

a common mework ,  but each focuses on different elements and examines the role of 

PR Born a different perspective. 

Public Relations is an applied social science included under Organizational 

Commuaications. This is a part of the broader field of Communication Studies which is a 

young academic field The transition of PR from a set of practices, to a profession and 

accepted academic discipline has been a slow process. Academic theory in PR was 

initiated in the 1970s and today it is still at an early stage of development Many of 
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fiuldameiital models and theories of PR are drawn fiom other areas of the social 

sciences and humanities including psychology, social psychology, economics, sociology 

and political science (Cutlip, Center & Broom, 1985; Grunig, 1992; Prior-Miller, 1989; 

Terry, 1989)- 

Although a dominant theory does not exist in PR, there is a dominant stereotype of the 

profession. This stereotype claims PR's communication tactics "manipulate publics for 

the benefit of organizations" (Grunig, 1989, p.18). This view is rooted in PKs history 

when practices were deiined by a one way flow of communication fiom the organkmtion 

to the public. The manipulation and persuasion of the public does still exist, but the 

practice has also adopted a more democratic and dialogic communication In addition, in 

an ever-changing turbulent environment, PR plays an important role in adapting an 

o r g ~ t i o n y s  structure and goals to external constraints. As environmental uncertainty 

increases, the role of PR in scanning and monitoring the environment becomes crucial to 

an 0 r ~ I i 0 n 7  s survival (Aldrich & Herker, 1977; Terreberry, 1968). 

PR is "an infant scholarly field" that has fought a crisis of identity since its inception 

(Grunig, 1989, p.18). One reason for this is that much of the literature focuses on the 

'TIOW To" aspects of practice instead of academic research and theory. In addition, the 

academic literature focuses on gathering and analyzing data rather than building theories 

(Grunig, 1989, p.23). For these reasons, the goal of academics is to develop a solid 

theoretical fixmework that explains the various roles, processes, structures and behaviors 

involved in the practice of PR The everyday practices of the profession are i m p o m  to 
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-this process as they are the starting points for theory development; they are part of the 

common body of knowledge that is the basis of academic work There is a symbiotic 

relationship between theory and practice. Any theory that is constructed will eventually 

help practitioners understand the various processes at work in their profession and help 

them explain, predict and control the communications process (Long & Hazelton, 1987, 

P-4)- 

As with all theories, PR theories are based on a shared body of howledge. Grunig and 

Hickson (1976) outline the elements that should be included in PR theory's stock of 

knowledge. They point to aspects of organizational structure and behavior, behavior of 

individuals in the enviroment, elements of comm~mication theory such as message 

construction and reception, the oatwe of the relationship between an organization and its 

public, and the historical background of PR ( W g  & Hickson, 1976, p.32). The 

dominant approach in PR scholarship is open systems theory (Adrich & Herker, 1977; 

Bell & Bell, 1976; Cutlip, Center & Broom, 1985; GNnig, 1992; Long & Hazelton, 

1987). The systems theory perspective defines PR as a component at the born* of an 

interdependent system. 

Models of Public Relations 

An open systems approach to PR focuses on its role in organizational input and output 

activities and interactions with the environment This perspective offers a normative 

theory of PR and it emphasize the importance of holism, interdependence, adaptation, 

and communication (GTunig, 1989, p.3 8). PR' s position in the system is at the b o u n m  
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where the lines between the system and the environment are blurred and there is a high 

level of interaction PR is a fxilitator, filter and mediator W e e n  the environment and 

the system. Its role is to maintain a balance between the c o d *  of the environment 

and to strategically adjust the organization's behavior and goals to its changing 

environment This is accomplished through an ongoing process of scanning, monitoring, 

and c o m ~ c a t i n g  with the en.onment These activities deke PR as a central 

element in a system's adaptive subsystem, which is responsible for morphogenesis @ell 

& Bell, 1976; Cutlip, Center & Broom, 1985; Dozier & Grunig, 1992; Grunig, 1992). 

PR must adopt a proactive approach to communication so the organization is in a moving 

equilibrium with changing environmental conditions (Cutlip, Center & Broom, 1985, 

p. 192). This apploach is the basis for the majority of academic work in PR, including the 

theories of Grunig and Hunt; Long and Hazelton; Cultip, Center and Broom; Bell and 

Bell; and Aldrich and Herker, which this chapter introduces. 
- 

There are a variety of system based theories and models that are used in PR research 

The use of models is important to PR as they connect what appear to be unrelated events, 

and facilitate the application of the-theory in a practical setting (Hazelton & Long, 1987, 

p.5). Grunig and Hunt (1984) present the most popular set of models. Their research of 

past and present PR practices led to the development offour distinct models. The models 

are press agentry f publicity, the public information model, the two way asymmetrical 

model, and the two way symmetrical model (Gnmig & Grunig, 1992, p.288). These four 

are divided into two categories: symmetrical and asymmetrical commuuidon. The first 

three models are asymmetrical communication, and the remaining model is clearly 
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labeled as symmetrical, Asymmetrical communication is a one way process that seeks 

to manipulate the public without changing the behavior ofthe organization On the other 

hand, symmetrical communication is a balanced approach that engages in an ongoing 

dialogue with the public. Dialogue is used to "xnanage conflict, improve understanding, 

and build relationships" (Grunig, 1992, p.39). 

The first model, press agentry and publicity, was practiced in the middle of the 1 9 ~  

century and it views the public as a mass waiting to be p e r d e d  and manipulated by 

organizations. This form of PR does not seek to create a dialogue and its goal is to reach 

the public through any possible means. 

The second model is the public-information model in which PR practitioners disseminate 

positive information to the public and avoid anythmg negative. They do not lie to the 

public, but deception is achieved through the omission of negative facts. Like the first 

model this is an asymmetrical approach to communication as there is no two way flow of 

information. 

The third model of PR is the two way asymmetrical approach. Edward L. Bernays, the 

father of PR, practiced this fonn of communication In this model the goaI of 

communicating with the public is to determine how they can be manipulated without 

having to change the behavior of the organization (Gnmig, 1989, p.29). This form of PR 

does not establish a dialogue with the public. 
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The final model is the two way symmetrical practice of PR This model is an open 

systems view ofPR that varies s i gn j f i dy  fiom the previous three as it seeks to create a 

meanin@ dialogue with an org&tion7s publics. Ongoing dialogue is used to 

facilitate communication and understanding with the organkation's publics, not to 

manipulate them (Grunig, 1992, p.289). All four of these models are practiced today, but 

Grunig points to the two way symmetrical model as the form of excellent communication 

that all PR practitioners should strive towards. This form of PR uses "bargaining, 

negotiating, and strategies of conflict resolution to bring about symbiotic changes in the 

ideas, attitudes, and behaviors of both the organization and its publics" (Gnmig, 1989, 

p.29). The emphasis on ongoing dialogue with the external environment is a theme that 

will be repeated in the other models t h i s  chapter introduces. 

The remaining models of PR are all based on an open systems view of organizational 

communication Long and Hazelton (1987); Cutlip, Center and Broom (1985); Bell and 

Bell (1986); and AIdrich and Herker (1977) d l  view PR as a component of a larger 

interconnected system. The first systems based model is Long and Hazelton's Public 

Relations Process model. This model is composed of the environmental supersystem, 

or-tional subsystem, commdcation subsystem, and the target audience subsystem 

(Long & belton, 1987, p.9). The environmental supersystem contains five dimensions: 

legal, political, social, economic, technological, and competitive; these all provide input 

into the subsystems. These are similar to Miles7 (1980) classification of the general 

environment Before input f?om these domains can enter a subsystem, it must &t pass 

through the gatekeeper. the PR process. The role of PR in each subsystem is slightly 
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Werent In the organktional subsystem the PR decision making process monitors 

the input, identities possible problems, perfoms research and analysis, and searches for 

solutions to potential problems ( L u g  & HazeIton, 1987, p.10.). The role of PR in this 

system is to closely monitor both the organization and its environment to ensure that 

organizational goals can be met It is one function of the organization that is involved in 

the management and direction of organizational adaptation. 

In the second subsystem of communication, the role of PR is slightly different In this 

subsystem, PR is a boundary spanner between the organizatiog environment and target 

audience subsystem. As a boundary spanner, PR is involved in the production, encoding 

and delivery of messages to the publics- 

The final subsystem is the target audience. This subsystem is the recipient of PR created 

messages firom the comunication subsystem. This process involves a feedback loop 

from the audience to the organization, which leads to either maintenance or adaptation of 

organizational behavior. This model of subsystems indicates the communication pattern 

between organizationsy environments and the audiences. 

Cutlip, Center and Broom (1985) present the third system based model in their text 

Effective Public Relations. In this open systems model, PR is lresponslble for monitoring 

the environment - organization relationship and adapting organizational behavior when 

necessary. This role is similar to Grunig and Hunt's (1984) two way symmetrical model. 

Through a process of dialogue, PR maintains a balance between organh t iod  gods, the 
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public's needs, and environmental constraints, Balance in the system is maintained 

through organizational adaptation to changes in the social, political, technological or 

economic variables in the environment (Cutlip et al., 1985, p.196). 

The fourth model also adopts an open systems apploach Bell and Be11 (1986) present 

two distinct modes of PR that identify and assess its fimction within an organization 

Their model is composed of the functionary and functional modes. The hct ionary  

mode is a form of asymmetrical communication where PR does not have any role in the 

decision making process of the organization This mode is similar to Grunig's public 

information model, as the role of PR is to supply the environment with information about 

the organization and disregard any feedback £ram the environment @ell & Bell, 1986, 

p.52). In this mode, practitioners are not involved in the decision of '%hat7' is said, they 

are merely vehicles for "hod' it is said @ell & Bell, 1986, p.53). The absence of 

ongoing diaIogue with the environment causes serious problems for the organization, 

especially when the environment is increasingly turbulent and uncertain For example, 

threats and opportunities presented to the organization go unnoticed and may result in 

serious repercussions. 

In contrast with the functionary mode is the functional mode. This second mode adopts 

an open systems approach to PR and defines it as central to the organization's adaptive 

subsystem. Based on its monitoring and scanning of the conditions in the environment, 

PR can influence how an organization chooses to adapt (Bell & Bell, 1986, p.53). 
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The open systems approach that has been applied in the previous three models is also 

incorporated into Mdrich and Herker's (1977) model of Boundary Spanning roles. 

Bomdary spanners are located at the perimeter of the or-tion and they are the first 

points of contact with the environment These roles represent the organization, scan and 

monitor the environment, protect the organization fiom environmentaI threats, process 

information and act as gatekeepers, and communicate with environment &files, 1980, 

p.320). As a boundary spanner, PR has a number of responsibilities that are related to its 

role in the adaptive subsystem. PR scans the environment and searches for both 

opportunities and constraints that will affect the organization. Their monitoring activities 

track changes in the environment over time. 

In addition to these hctions, PR is involved in information processing. As boundary 

personnel, PR practitioners must interpret the relevancy of idonnation for the 

organization, and decide if it should be communicated to decision makers (Aldrich & 

Herker, 1977; Miles, 1980). As a boundary spanner, PR balances the goals and 

behaviors of the organization with the constraints in the environment (AlQich & Herker, 

1977, p.221). In a turbulent environment, this bounCfRN spanning role is crucial to an 

organization's survival (Aldrich & Herker, 1977; Miles, 1980; Terreberry, 1968; 

Thompson, 1967; Trist, 1977). PR's boundary spanning activities enable an organization 

to deal effectively with the high volume of information flowing across its boundaries and 

the intense rate of change and uncertainty in its environment. 
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A find approach to examining PR is the application of dialogic commUf]ication theory. 

This is a general approach to communication, not one particular method or technique 

peaxson, 1989, p.124). Dialogue is equitabIe, open, honest, understanding, genuine, and 

co-operative comm~cation (Eisenberg & Goodail, 1993; Kent & Taylor, 1998; Pearson, 

1989). It is not a means to an end, but an end in itself (Eisenberg & Goodall, 1993; Kent 

& Taylor, 1998; Pearson, 1989). The participants do not engage in a dialogue to serve 

their own ends; the dialogue itself is the end goal. This theory is what stands behind the 

notion of symmetry found in Grunig and Hunt's (1984) two way symmetrical model of 

PR It is an ongoing interaction that establishes a mutually beneficial relationship. The 

role of didogic communication has increased with the introduction of communication 

technology. 

m Public Relations and Communication Technology 

Up to this point, the discussion has explored communication technology and 

organizational change, and PR This section links these topics together. In the 2 0 ~  and 

21* century the widespread use of new communication technologies has led to a direct 

connection between technology and Public Relations. The new f o m  of technology are 

slowly being adopted and integrated into the everyday practices of PR How does this 

shift affect PR theory? Unfortunately, the majority of articles focus on the cWow To" 

aspects of the technology and do not address the larger theoretical issues involved 

(Babbitt, 1995; Delahaye Paine, 1998; Evans & Pavlick, 1998; Gerstner, 1998; 

Herrington, 1998; H01t.q 2000; Janal, 1998; Kent, 1998; Mckeone; Wilson, 1996). As 

previously discussed, this is an ongoing problem in PR scholarship; practical articles 
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outweigh academic ones. Kent and Taylor (1998) point out the importance of applying 

communication theory to the use of communication technology in PR This section, and 

this thesis as a whole is attempting to £ill this gap in the literature. The following 

discussion will examine how communication technology's characteristics fit into the 

existing models and theories of PR; it will also discuss the changes to PR practices. The 

goal is to provide a complete picture of the 'effects of communication technology on 

organizations by combining theory and practice. 

Overall, the integration of communication technologies into PR does not alter existing 

systems based models and theories. The use of communication technology has not 

changed the fundamental fhnctinns of PR, but it has altered how the tasks are carried out 

A large part of PR's role is Lnformation processing for the organization's adaptive 

subsystem and digital technology has altered these tasks dramatically. It has increased 

the speed of dissemination, access and feedback (Esrock & Leichty, 1998, p.308). The 

new technologies have introduced a new channel of infonnatioq PR must be technically 

capable of accessing, scanning and monitoring this new channel. If PR does not adapt to 

these external changes it must deal with the threats and challenges of issues that have 

developed without its knowledge. PR's scanning and monitoring activities are 

undertaken to continuously update its snapshot of the environment If PR is not 

technically capable of examining the new channels of information, it wiu not have a 

complete picture of external c~nditions~ It is not necessary that the organization's 

internal h c t i o n s  adapt immediately to environmental conditions, but it is necessary for 

those located at the boundaries. 



What is the result of integrating the new technology into PR's boundary spanning 

activities? The technology offers PR a new set of tools to carry out its tasks. Two 

hctions of boundaq spanners are s c d g  and monitoring. These idonnation 

processing activities are enhanced by new tools such as online databases, Internet 

tracking, online forums, and electronic Bulletin Board Systems (BBS). Electronic 

databases allow an issue to be identified and monitored efficiently (Heath, 1998; 

. Thornson, 1995). The online databases provide convenient access to newspaper and 

magazine periodicals; press releases, trade journals, and archives fiom professional 

associations, special interest groups and government departments (Thornon, 1995, 

p.105). Scanning and monitoring activities are enhanced even M e r  with the use of 

software that searches for particular key words and phrases chosen by the user. This 

information gathering can take place while individuals perform other tasks and any 

matching information is sent to their email account (Thomsen, 1995, p. 11 1). 

Thomsen (1995) studied the use of online databases in issues manageme* one of the 

functions of public relations. Through focused interviews with 17 public relations 

practitioners in 12 US based organhatiom, Thomsen examined the use of databases for 

scanning, monitoring and tracking trends in the environment (1995, p. 107). The results 

of Thornsen's study indicate that online databases are a growing source of information 

for public relations professionals. Online databases offer access to information before it 

is printed in the mainstream media and the study's respondents combined the use of 

databases with information from newspapers, calls from reporters, information fiom 
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associates in other organizations, trade publications, memos fiom colleagues, and direti 

requests for i n f o d o n  (Thomsen, 1995, p.109). Thomsen's study concluded that 

databases are a usefid tool for public relations professionals as they offer a wide range of 

current information and public relations professional can actively seek and respond to 

issues before they threaten the orginktion 

The value of the new communication technology tools is the variety of information 

available, and the speed and efficiency with which it can be accessed At this point 

boundary spanners continue to monitor traditional commUILication channels through 

media monitoring and clipping services. The information online may be more timely, but 

ofken it is a summarized version of what appears in traditional channels. The value of the 

technological approach is that issues can be intercepted earlier, allowing the organization 

to understand and develop a solid position on the issue (Heath, 1998, p.277). Although 

the information gathering process can be automated, the remaining hctions of the 

boundary spanner are virtually unchanged The information must still be analyzed, 

interpreted and summarized The technology can not replace these processes; they 

continue to rely on the information processing capability of the human brain. 

Newsgroups and BBS's are another growing source of information and support for PR 

. professionals. Thomsen (1996) studied the use of PRForum, a subscription based 

newsgroup for public relations professionals. The researcher collected messages posted 

on PRForum over a 15&y period in 1995 and coded them for form, function and content 

(Thornsen, 1996, p. 11 8). Thomsen also posted a questiomaire on the newsgroup and he 
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received 41 responses. Thomsen's research concluded that the newsgroup was a 

supportive commMity that PR professionals used for advice and qyestions about various 

PR related issues. 46% of the messages were related to questions about the Tnrternet, 

including online marketing methods, development of web pages, general Internet 

information, using the PRForum, defining Internet related terms, email, listserves 

(Thomseg 1996, p. 123). Thomsen's research concluded that PR professionds used this 

resource to exchange information, debate issues affkcting the profession, and to "cultivate 

and foster a sense of ~e~validation " as a PR professional (Thornsen, 1996, p. 129). The 

value of Thomsen's research to this thesis is the evidence that PR professionals are using 

the new co~~~lmica t ion  technology tools in their daily tasks- 

Of all the mew cornmuaication tools, the Internet is the most frequently discussed 

During the rise of its popularity in the early 1990s fuhvists predicted that it would 

revolutionize how the world co~nrnunicated. It has not met all the expectations, but it 

does offer a variety of useful tools to PR practitioners. One of its most valuable 

characteristics is its potential to create a dialogue with the public For example, the use 

of email by PR practitioners can enhance their communication with stakeholders in the 

environment Email provides the user with an asynchronous connection to members of 

the organization and public. Email has the same effects on PR as the other parts of the 

organizatiog including the reduction of face to face communication, fewer meetings, 

demand for new skills, and the potential for remote work For PR it has changed how a 

number of tasks are accomplished, but in some instances it does not replace more 

traditional communication channels. One of PR's hctions is relationship building and 
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to create a close comection it is necessary to speak on the telephone or meet face to 

face- Although email can be useful for the e5cient transfer of data, it is not as personal 

as  other forms of communication. 

The creation of a corporate web site also has value for PR practices. When used 

properly, a web site can support dialogic communication by creating an ongoing 

feedback loop between an organization and its stakeholders. Like other forms of new 

technology, the Internet does not replace more traditional relationship building tools; it is 

added to the existing mix and complements them. The Internet can promote dialogue 

through the use of strategically developed web sites, mail, online forums, real time 

question and answer sessions and an overall focus on the quality of the content and not 

simply technical wizardry and graphics. 

To create a dialogue an organization must integrate its web site into a strategic 

communications plan. Kent and Taylor (1998) argue that the majority of web sites are 

not used strategically and practice monologic rather than dialogic communication 

(p.325). Kent and Taylor (1998) outline four principles of dialogic commdcation for 

the use of web sites on the Internet including the dialogic Loop, use£blness of information, 

generation of return visits, and intuitiveness or ease of interface (p.326). 

The first principle, the dialogic loop, highlights the importance of posting information on 

the organization's web site that the public wants or needs (Kent & Taylor, 1998, p.326). 
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To create a dialogic loop, the organizationys web site have highly visible email 

addresses and other contact information. In addition, when an email message is sent, the 

or-tion must respond promptly. 

The second principle is the usefhhess of information Kent & Taylor explain that an 

organhtion's web site must include information of value to all users, for example 

general or historical information about the organhtion Any specialized i n f o d o n  for 

specific stakeholder groups should be well organized and easy to find (Kent & Taylor, 

1998, p.328). 

The generation of return visits is Kent and Taylor's (1998) third principle; web sites 

should be up to date and interesting for visitors. Kent and Taylor suggest "updating 

information, changing issues, special forums, new commentaries, on-line question a .  

answer 'experts' to answer questions for interestedvisiton" (1998, p.329). 

Kent and Taylor's fourth principle is the intuitiveness, or ease of using the interface. 

They argue that a web site should be easy for users to navigate and undentand Web 

sites should include indexes and focus on textual content instead of complex graphics. 

As Kent and Taylor point out, 'Yhe focus of the sites should be the organization, product, 

or Somation located there, and not on the 'bells and whistles' that accompany i t  Just 

because you can make a whirling, flaming'logo, does not mean that you should" (p.330). 
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The final principle Kent and Taylor discuss is the rule of conservation of visitors. 

Organizations should be carem when using Links on their web site as Links take visitors 

away fiom the organization' s site and the users may not return (p.3 30). If links are used 

they should be chosen carefully and organizations should include a clearly marked path 

to return to the original site (p.330). 

Kent and Taylor offer practical tools to help an organization create a dialogue with the 

public. If organizations do not adhere to the five principles Kent and Taylor discuss, they 

wil l  be practicing Grunig and Hunt's (1984) one way asymmetrical public information 

model of communication. The organization's web site is reduced to an electronic 

brochure. On the other hand, a strategic approach uses a web site to provide a variety of 

publics with valuable and cu~~ent  information, and mechanisms to voice their questions, 

concerns or problems. One possible explanation for this misuse of the Internet is that 

because of its narrow demographics, o r ~ t i o n s  do not see it as a far reaching 

communication vehicle. An average user is commonly defined as a white professional 

male between 20 and 30 years old Ovaitt (1995) argues that this demographic is 

changing as individuals are becoming more familiar with the technology and access is 

increasing (p.19). For example he notes that there is an increase of retired people online 

as they have the time and desire to learn about the technology (Ovaitt, 1995, p. 19). 

Providing the public with mechanisms for feedback does not create a dialogue. An 

organization must have members who have knowledge of PR practices and the 

technology. Increasingly, PR professionals are r e m d  to have technical skills to 



64 
perfom their activities. If the o r g k t i o n  has the technical knowledge a dialogue can 

be established For example, if a member of the public emails a question to the 

organization PR practitioners must be able to reply promptly with an appropriate answer. 

Tools that promote dialogue are email, electronic bulletin boards and real time question 

and answer sessions. Organizations can promote these events as opportunities for the 

public to engage in dialogue with members of the organization This approach* is often 

used in academia, but is not as common for other organizations (Kent & Taylor, 1998, 

p.329). 

One specific form of public relations is issues management Esrock and Leichty (1998) 

focused on this area of public relations and undertook a study that examined how large 

corporations are using the Internet to present themselves as socially responsible citizens 

and to advance their own policy positions (p.305). The researchers selected a random 

sample of Fortune 500 companies and analyzed their web sites. The researchers found 

that 90% of the companies had a web site and out of this number, 82% of the web sites 

addressed at least one issue of corporate responsibility (Esrock & Leichty, 1998, p.3 12). 

For example, 60% of the sites addressed community involvemenf 52% addressed 

education, 48% addressed charity, and 44% addressed children (Esrock & Leichty, 1998, 

p.313). This infomation was posted in the form of press releases and annual reports, 

which led the researchers to believe that public relations practitioners are "intimately and 

routinely involved in web site development" (Esrock & Leichty, 1998, p.3 14). In 

additioa, the researchers concluded that very few organizations used their web site to 

cc~oactively correspond with publics, and even fewer used the medium as a tool to 
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advance their own position- on policy issues" Fsrock & Leichty, 1998, p.315). In 

addition, their research revealed that organizations are not seeking to create a dialogue 

with the public, they are using the Internet as a one way media channel (1998, p.3 17). 

The conclusions drawn by Esrock and Leichty are valuable to the current thesis research 

Esrock and Leichty7s research focuses the specific use of organizational web sites to 

promote corporate responsibility; and their study provides background information for 

the current thesis research that is looking at the broader use of the Internet in public 

relations. 

On the Internet, there are no gatekeepers deciding which issues appear on the agenda. 

This provides organizations with the opportunity to set their own agenda and focus 

attention on the issues that concern them (Esrock & Leichty, 1998, p.309). An 

organization's messages can reach the public directly, without being fltered or 

summarized into a fifteen-second soundbite. Esrock and Leichty (1998) argue that this 

will lead to "empowered publics" who can engage in an informed and democratic 

dialogue with organizations (p.306). Esrock and Leichty (1998) see this as an 

opporhmity for organhtions to demomate corporate responsibility by addressing 

various public policy questions (p.309). 

In ConcIusion 

This literature review has focused on three separate areas: technology and organizational 

change, Public Relations, and technology in Public Relations. It has descn'bed the 

general changes in organizations influenced by technology, introduced the various 



, - 66 

models of Public. Relations and connected these two literatures together. The 

integration of new technologies into organizations has widespread effects at both micro 

and macro levels. 

The widespread use of information technologies in organizations, and in particular Public 

Relations, demands a theoretical approach It is necessary that Public Relations literature 

go beyond a Wow To" approach and develop theories that address the use of 

communication technoIog-y in PR As a boundary spanner, it is necessary that PR 

understands and integrates the new forms of technology, or its interaction with the 

environment will not be complete. The basic hct ions of PR have not changed with the 

developments in technology, but the tools that are used are changing. h addition, the 

increasing turbulence in the environment demands that PR play a central role in the 

organizations. Overall, technology benefits PR and enhances its role in the orgmkatior~ 



CHAPTER FOUR= 
MEmDOLOGY 
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A case study was chosen as the most appropriate research tool to answer the central 

question of this thesis. As a reminder, the central question is: 

How cmz an organization adapt to new communicafzcafzon technologies in the 
turbulent environment and, in particuIm, how k technology used in external 
communications to interact with the new emtiromnent? 

The case study design combines multiple sources of data including interviews, direct 

observation, and documents and archivesthat are related to communication technology 

and external communication This chapter will explain why a single case study was 

chosen, how it was carried out, and the importance of theory in a case study. Also 

included is a description of the research site, why it was selected, and the specific 

research tools employed in this study. The fbal portion of this chapter discusses how the 

data were analyzed, including a description of Donald Schon's (1983) guidelines for 

research on Organizational Learning. 

Case Study Methodology 

The research question this thesis poses is well suited to the use of a case study. Yin 

(1994) identifies thxee conditions that p o i .  to the use of a case study as the research tool 

of choice: (a) an explanatory research question, (b) little investigator control of actual 

behavioral events, and (c) a focus on contemporary as opposed to historical events (p.4). 

The focus of this thesis meets all  three of these criteria, 

To begin with, the research question being asked seeks to investigate a number of ''bovSJ 

questions. For example, how do organizations adapt, how do they Learn, how do they use 

techno1ogy to adapt, and how is the technology used in external communications. A case 
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study can answer these "hod' questions by seeking to explain how an organization can 

adapt to the changing technological landscape of the turbulent environment 

A case study is also desirable when the researcher has little control over the 

phenomenon's behavior or actions (Yin, 1994, p.8). This thesis studies the adaptive 

process the Calgary Stampede organization initiated before the on site research began 

A third criterion for a case study is the degree of focus on contemporary events (Yii 

1994, p.8). This particular thesis is concerned only with contemporary events; it . 
investigates current forms of organizationai adaptation to new communication 

technologies. The only interest in past events is how they have contri'buted to the current 

adaptive behavior. 

A final reason a case study is well suited to this thesis is that case studies allow the study 

of a contemporary phenomenon when it is ditFcult to clearly mark the boundaries 

between the phenomenon and its context (Yin, 1994, p. 13). In this thesis, the context of 

the turbulent environment surrounding the adaptive behavior of the organization is 

central to any conclusions or explanations. The changes to communication technology in 

the context are the catalyst for the adaptive behsrvior of the organjzatim 

Importance of Theory in Case Studies 

A discussion of theory is an essential element of case study research. Theories lead the 

researcher to ask the right questions, and to provide background information on other 
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research in the same area As a result theory must be developed before on-site research 

takes place. In this thesis, the relevant theories were outlined and discussed in chapters 

two and three. These theories provide the basis for five characteristics of complex 

organizarons in a turbulent environment which guided the development of interview 

questions, determined which processes to observe, and defined which documents and 

archives to collect- . 

The five characteristics outlined below r e k t  the central theoretical fmuses of the study. 

They 'kiirect attention to something that should be examined within the scope of the 

study" Fin, 1994, p.21). The use of characteristics in case study research reinforces the 

need develop a comprehensive theoretical framework prior to on-site research In this 

particular case study five characteristics guided the development of the data collection 

process. 

The first characteristic is that organizations me pad of an open system and chmges to 

new commzmication technologies in the external environment necessitate that 

organisations ad@ to these changes. This characteristic is linked to the ideas presented 

in systems theory and contingency theory. 

The second chara~tf:nstic is that advances in communication technologies create 

mcertainv and turbulence in an organization 's external environment. This 

characteristic is linked to Emery and Trist's (1965) notion of the turbulent environment 
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The third characteristic is that the role of exterm2 communications in monitoring 

scanning and mapping the external environment has increased in the iwbuht  

environment. This characteristic points to the role of boundary spanning in a turbulent 

environment that was introduced in the literature review. 

The fourth characteristic is that advances in communication technology have increased 

the use of technology in external communications activities. This is an idea discussed by 

various theorists introduced in the literature review. 

The 6nal characteristic is that on organization in a ttabulent environment must become a 

learning organization and continuously assess its n o m ,  values and limits, and c h g e  

them when necessary. This final characteristic is connected to theories of organizational 

learning. 

Research Design: Single Case Study 

The role of the case study in this thesis is to "confirm, challenge, or extend" the existing 

theory (Yin, 1994, p.38). The choice of a single case study was based on a number of 

ficttors. The main reason for this choice was time constraints. Due to the short duration 

of the master's thesis research it was decided that a single case study was appropriate. 

The goal of this research is to provide a focused analysis of the relationship between an 

organization and its external environment. If multiple case studies were attempted, the 

research would not have the depth required by the question and desired by the researcher. 

Unfortunately, the use of a single case study does. create limitations for this reseach. The 
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main limitation is that the find conclusions cannot be generalized to a larger 

population, but are limited to this particular case study. Although generalizations cannot 

be made, this research offers valuable insight into one organization's processes of 

learning and adapting to new communication technology in the turbulent environment 

Regearch Site 

The research site chosen for this case study is the Calgary Exhriition and Stampede. This 

Cdgary-based not-for-profit organization was established in 1882 (Annual report, 

1998,~. 1). The o r ~ t i o n ' s  basic purpose is "to preserve and enhance the agricultuml 

legacy of Alberta and ... to £Will the appropriate aspects of the agricultural, trade, 

entertainment, sports, recreational, and educational needs of Calgary and Southern 

Alberta and where appropriate, those of Alberta and Western Canada" (Annual report, 

1999,p.l). The Stampede offered a unique research site, as it is a traditional, long- 

standing organization facing the challenges and opportunities of the new technological 

environment 

The organization is divided into ten business units including Agriculture, Human 

Resources, Corporate Development, Operations, Administration, Public Affairs, Racing 

and Rodeo, Food Services, Gaming, and SaledFacilities. Any revenue these divisions 

generate is reinvested into facilities and improvements to the Stampede Park. The 

organization's primary revenue-generating activities include the 1 Oday Calgary 

Stampede event, and the rental of its facilities throughout the remaining 355 days of the 

year. The structure of the organization includes a volunteer board of directors, a General 
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Manager, three Assistant General Mimagem, and ten senior mangers that run each of 

the business units. 

These aspects of the Calgary Exhibition and Stampede organization made it particularly 

suitable as a case study site: first, the organization faces a number of challenges in the 

turbulent environment Since 1996, the o r e t i o n  has implemented a variety of 

strategies to deal with the changes to communication technology incIuding the 

development of a corporate web site, internal and external ernail and the connection of 

almost all organizational members to a shared computer network These changes have 

aEected all business units. For example, the organization's uses the Internet to post 

racing results, to support online applications for empIoymenf to order electronically fiom 

suppliers, to post general organizational information, and to enable public registration for 

various agnicultwd events. Clearly, the Calgary Stampede has begun to adapt to its 

environment and it continues to seek out M e r  areas of growth The adaptive behavior 

ofthe orgmkation is one reason it was selected for as a case study site. 

Second, the Calgary Stampede is currently in the process of integrating communication 

technology into their organization M y  initial conversations with a member of the 

organization revealed that it began the implementation of technology in 1996, and the 

process was ongoing. This provides an opportunity to observe the technological changes 

first band, 
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Third, the organization has a broad range of external communication functions. The 

Calgary Stampede has Wet Public AEirs, Sales, and Sponsorship divisions that deal 

with a wide variety of stakeholder groups. Overall, the Calgary Stampede offered an 

opporhmiiy to observe an organization adapting to the turbulent environment In 

addition, the organintion was receptive and agreed to i l l y  participate in the research and 

provide the level of access to documents and organizational members necessary for this 

study. 

Reiearch Tooh 

Multiple qualitative research tools were employed to collect data for this case study. 

Qualitative tools were chosen because they provide an in-depth understanding of the 

processes and behaviors in the organization that quantitative tools would not offer. The 

specific tools chosen include face-to-face tape-recorded interviews with selected 

employees of the organization, observation of activities related to the central question, 

and the collection and analysis of relevant documents, archives and physical &acts. 

These tools were chosen to allow for data triangulation in the stage of data analysis. As 

Yin suggests, ""any finding or conclusions in a case study is likely to be much more 

convincing and accurate if it is  based on several different sources of information'' (Yin, 

1994, p.93). The goal of this approach is to converge the m a p l e  sources of evidence 

into one single line of inquiry. 
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Interviews 

The first tool employed was a series of inte~ews with selected members of the 

organization. Orgmkational c W  were gathered and analyzed to choose a purposive 

sample. The organizational charts indicated the members' business unit and position 

Respondents were chosen based on their involvement in technology and external 

communication Six interview participants were drawn £kom Sponsorship, Sales, Public 

Affairs, Administration and Ihformation Sewices US). The organization's ernail and 

phone list was consulted to contact ten respondents and six agreed to participate in the 

research, With the consent of the participants, the interviews were tape-recorded and 

Iater transcn'bed for d y s i s .  

For this case study the focused interview was chosen, a form of interview that is she* 

The in te~ews  followed a set of questions based on the five characteristics previously 

introduced The interviews were conducted in a conversational manner and included 

questions that were broad and open-ended with the goal of gaining an in-depth 

understanding of the processes and behavior within the organization (Appendix A). The 

questions were designed to explore the relationship between the changes to 

communication technology in the environment and adaptive behavior and response of the 

organization. 

The interviews began with a brief description of the research question to provide the 

respondents with a context for their answers. The questions were tailored to match the 

respondent's position in the organization, or their technical specialization For example, 
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questions posed to members of the IS department focused on the technical aspects of 

the organization's adaptation 

Observation 

A second research tool employed in this case study was direct observation Certain 

behaviors and processes were observed to support the interview data The goal of the 

observation was to find evidence of adaptive processes, to evaluate how decisions about 

technology are made, and what types of technology are being integrated into the 

organization and external communication functions. 

The researcher observed two meetings of a group defked as the Technology Group (TG) 

on November 19, and December 8, 1999. These two meetings were chosen as they fell 

into the time frame of the on-site research, and their agendas included issues surrounding 

the Internet. These two meetings provided fint-hand obsemation of the decision making 

process implemented by the organization to deal with changes to comunication 

technologies in the environment. 

Rather than following a formal template, the observations were recorded through detailed 

notes about items that were considered relevant to the central question of the research 

Topics tbat were noted included the Internet site and its use by the Public Affairs 

department for external communications, and plans for fimue development of the site. 

The goal was to Look for data that reflected the five characteristics that guided the 

research. 



Document Analysis 

Finally, the researcher collected documents, archives and physical &cts for analysis. 

The documents collected are related to the organization's implementation of a decision 

rnalcing process for technological changes within the organization They include a study 

that initiated the decision to implement a formal decision making process for 

technological c-e, minutes of meetings about technology, and various other internal 

administrative documents (Appendix B). These documents were used to corroborate the 

evidence gathered during the course ofthe interviews- 

Archival records were also collected including organizational charts to understand the 

internal structure and guide the choice of interview participants, lists of organizational 

members with their email addresses and phone numbers, the orgauization's annual 

reports for 1998 and 1999, and copies of newsletters for i n t e d  personnel and external 

volunteers. The final source of information was the orgmkmtion's corporate web site. 

The web site was assessed according to Kent and Taylor's (1998) five p~c ip les  of 

dialogic communication (Appendix C). The question under exploration is concerned 

with the organizaron's use of new communication technologies, and as a result the 

organization's Internet web site is relevant to this study. -. 

Data Analysis 

Once the data were collected the researcher followed a systematic data analysis process. 

The data to be analyzed included the transcribed interviews, observation notes fiom the 
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TG meetings, the web site, and various documents The anonymity of the 

was ensured through the removal of all mimes, position titles and references to gender. 

The data was analyzed and classXed into general categories based on the six 

characteristics and reoccuning themes in the data The data was then physically cut into 

bits and physically placed into general categories. Each category was then studied, each 

bit analyzed and an overall summary was written for each category The categories were 

then analyzed for reoccurring themes. A diagram was then created to identify the cross- 

references and linkages among the various categories. Once a clear picture of the data 

was created, it was linked back to the five characteristics that guided the data collection 

This tinal stage connected the case study data to the theories presented in chapters one 

and two. 

Organizational Learning Research 

In addition to the methods described above, the analysis of the data followed a research 

strategy that is specific to research into organizational learning as described by Donald A 

Schon (1983) in his article ccOrganizational Learning." His article outlines guidelines for 

assessing organizational learning processes The application of Schon's approach 

indicates i f  there has been a shift in the organization's approach to technology or the 

processes it has in place. Schon's guidelines focus the researcher's attention to the 

- "espoused policies, procedures, and programs.. . what members of the o r g e t i o n  

believe to be the norms, strategies, and assumptions that inform organizational behavior; 

and.. .the actual pattern of practice'' (p. 123). 



CHAPTFdRF'KVE: 
DATA ANALYSIS AND DISCUSSION 



The data gathered for the Calgary Stampede case study was based on five characteristics 

of complex organizations in a turbulent environment that are based on the theories 

discussed in chapters one and two. Each characteristic points to a specific theory or 

group of theories that provide insight into the central question ofthis thesis. 

The five characteristics are drawn fiom systems theory or communication theories built 

on the foundation of systems theories. As a result, the data the five characteristics reveal 

is valuable, but overlooks the dynamic and complex processes in the organization, 

including the organizational culture and interpersonal relationships. For this reason, the 

data analysis supplements the five characteristics with a discussion of how the Calgary 

Stampede's culture and interpersonal relationships affects its adaptation to 

co~~~munication techno1ogies. 

Organizutions me part of an open system and changes to new communication 
technologies in the external environment necessitate that organizations adapt to these 
changes. 

This characteristic of organizations will fnune the analysis of the case study data The 

Calgary Stampede's environment is changing and communication technologies are 

slowly being integrated into the organization's daily operations and overall structure- In 

1996, the Calgary Stampede commissioned a consultant to undertake a review of its 

communication technology and to recommend how the organization could adapt to new 

technologies in the environment The consultant generated a series of reports during 
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1996, including a Computer and Information Syiiems Review, Toformation 

Management Strategy, Stampede IT Steering Committee Mandate, Information 

Technology Priority Recommen~ons, and a Network Analysis and Recommendations. 

Since 1996, this series of reports has guided the organization's adaptation to the 

environment- The reports' recommendations are helping the organization match the 

changes in its environment For example, the reports recommended that the organbation 

establish a decision making process to look specifically at communication technology 

issues. The Calgary Stampede followed this recommendation and set up a steering 

cornminee that dealt strategically with communication technology issues. 

The a h c e s  in commtmicDtion technology have created greater uncertainty and 
turbulence in an organization's environment. 

As predicted by Emery and Trist (1965), the Calgary Stampede's environment is 

increasingly turbulent. This turbulence is marked by its increase in uncertainty, 

unpredictability and the rapid speed of information flows. The o r ~ t i o n ' s  

environment is in constant state of flux and all the interview participants provided 

examples and descriptions of this new environment For example, one participant noted 

that 

The number of ways that you can get i~omzation have increased so much that 
you have to be insfmtaneo us... You have to be able to react very quickly. 

Another participant observed that 
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The methodr of communicating b e  grbwn e;rponentiaIly mrd we have to keep 
up with it by having the technology to go along with if. 

The presence of new communication technology in the turbulent environment has created 

new communication channels where information travels at high speeds around the globe. 

For example, the Internet is a channel used to share information worldwide, kcfitate 

asynchronous communication and enable commercial transactions. 

The Calgary Stampede organization recognizes that it must respond quickly to the 

turbulent environment, If it does not it will not be efficient or effective, This is 

espedally true for all forms of external commMication For example, the Public Affairs 

department recognizes that in a turbulent environment it cannot engage in any forms of 

long range planning- This is one participant's observation of creating a plan in the new 

environment: 

You can do one, to show general direction, but fi better be a veryfluid document 
that you are willing to change. It b only good the dqy that you write it. 

Through a continual process of monitoring and scanning, a map of the organization's 

environment is created and its future plans are continually re-evaluated. 

The role of external c o m m m i ~ i o n s  in monitoring, scanning-and mapping the external 
environment has increased in the turbulent environment. 

A s  the environment grows increasingly turbulent and communication channels expand, 

the organization must initiate ongoing scanning and monitoring activities. The 
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information gathered during scanning and monitoring activities is used to create a map 

of the environment that guides the allocation of resources and pinpoints any future 

problems for the organization At an individual level, the members of the Calgary 

Stampede organization involved in external comunications recognize that the 

environment is changing and that the organbation must also change. As one respondent 

stated, the organization has 

the opportzmi~ to fdl into the 21" centmy bypuning the necessary structures into 
place. W e  Y e e  right now the o p p o ~ i t y  to be very state of the art and f w e  
dm 't go f o n d  w i .  hose visiom we will be leji behind 

In particular, the Public AfEairs department has responded to the turbulent environment 

with flexibility and increased scanning and monitoring activities. This division 

recognizes the importance of diligently tracking trends and responding qyickly to any 

threats or opportunities they iden*. For example, in 1996 it was the Public Affairs 

department that recognized the need to develop a web site, and this department has 

controlled the site's development The decision was based on feedback £?om various 

stakeholder groups, and trends in the fair industry and the business communitytY 

The scanning and monitoring activities of the orgau.kzation's various external 

communication departments pay close attention to any feedback fiom the environment. 

The feedback fiom the Calgaty Stampede's environment Led the interview respondents to 

identify a number of specific pressures in the environment that demand-organizational 

adamtion. For example, the respondents pointed to a need to fully communicate with 
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the environment by integrzithg new communication technologies. For example, the 

Internet provides a new channel for communicating with the public and the organization 

recognizes the growing demand to use the Internet 

In addition, the feedback from external stakeholders also indicated a their desire to access 

general information on the o r ~ t i o n ' s  corporate web site and to be able to email any 

questions or concerns to the organizatio~~ The CalOoary Stampede's web site and external 

email system have adapted to meet this demand 

Feedback &om external stakeholders also indicated a demand for e-commerce, for 

example, the ability to purchase tickets for events and Calgary Stampede merchandise 

online. At the time of this study, E-commerce applications, including shopping cart 

technology, were gods the organization was working towards. 

Feedback from externid stakeholders, and competitors in the fkir industry and the 

business community also demanded that the organization adapt to new communication 

technologies in the environment For example, the Sales division has recognized a shift 

in competitors' use of advertising dollars; increasingly, competitors are spending 

advertising money on the creation of informative and interactive web sites that 

complement traditional media advertising. 

The respondents indicated that competitors7 use of new commMication technotogy is 

pressuring the organization to adapt For example, the Sales division is looking to 

develop a greater presence on the corporate web site to match the competitor's use ofthe 
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Internet Increas'hgly, competitors in the fair and facilties industries are investing 

money in a web presence that enhances the traditional use of annuals, directories and 

periodicals. One respondent recognized the demand for adaptation and commented that 

They me sqying how sign$cantij people have to change, not by choice but 
because of web sites and the Internet and how they have to change the way that 
they do business and how they spend their advertising d o l h  Ifyou are not on 
the web you might as we22 be dead has been a comment tha~ we have heard 

Another respondent argued that the feedback fiom the environment indicated that 

external stakeholders do not accept anything 

but the most modem it is just like each subsequent movie that comes out has to 
outdo the one before it in terms of special ef/ects or it just doesn't cut it. Thot is 
what the world is looking for. 

Public Affairs noted an increasing demand from external stakeh01ders for the integration 

of new communication kchnoIogies into the orgmization, including access to general 

infodon online and communication through email. Public Affairs noted the changes 

to technology in the environmenf and passed the ! m n . n ~ e d  i n f o d o n  on to the rest 

of the organization. 

Public Affairs has continued to-monitor the advances in Internet technology and have 

helped guide the organization's adaptation. For example, the initial web site focused 

primarily on the dissemination of k i c  information in text format As capabilities for 
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progran;ming and computer graphics advanced, Public Affairs suggested that the site 

incorporate these new tools. 

Recently, the Public Affairs department identified the value of integrating E-commerce 

capabilities into the organization's web site. The Public Affairs department recognized J 

the value of adding shopping cart technology to the existing web site. This was in 

response to a demand fkom stakeholders for online service. The department's initial 

discussions of E-commerce have Ied the organization to consider the broader possibility 

. . of E-business. E-business wodd integrate a number o f  admmstmtive and organizational 

tasks into the organization's web site and th is  issue is being discussed in the Technology 

Group (TG). 

The tracking and monitoring activities of the Public Affairs department is complemented 

by the boundary spaMing activities of the Momation Systems (IS) department This 

department adds a broader view to the information gathered by Public Affairs. As one 

respondent in the IS department noted, this department could complement the boundary 

spanniag activities ofthe Public Affairs deparbnenc 

They are only puning offpieces of the pie; they me not seeing the whole IT area. 
They don't read about it everydq. I read about it everyday. I read about it; I 
studj it: I go to seminars. I m immersed in it. Khey only pick up the pieces that 
they hear about. 
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At the Stampede, IS no longer focuses solely on the internal systems of the 

organizaton, it is concerned with how the organization as a whole can adapt to changes 

in the environment, 

The feedback &om external stakeholders also points to a demand for access to new 

communication technologies in the Calgary Stampede's on-site facilities. The recent 

construction of a new City of Calgary Convention Center has also pushed the Calgary 

Stampede to integrate communication technology into its facilities. The organization has 

responded to this competition by fully wiring its new convention center for multimedia 

tools and Internet access. The organization assessed this particular demand fiom the 

environment and concluded that to maintain a positive and productive relationship with 

stakeholders, and to be a strong competitor in the Calgary marketplace, the organization 

would have to adapt 

The information gathered by the organization's scanning and monitoring activities leads 

the organization to create a map of its environment This map guides the organization's 

navigation in a complex and uncertain turbulent environment Since 1996, when the 

Calgary Stampede commissioned a consultant to assess the organizationas use of 

communication technology, the organization has idenaed communication technology as 

an important issue to address. The series of 1996 reports provided a variety of 

recommendations that focused the organization's attention on the external demand for 

org+imhtional adaptation to communication technology. The establishment of the ESC 

was the first attempt to address the issue of technology in the environment The 
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subsequent evaluation and creation of the TG increased the number of members and 

resources involved in communication technology decision making- 

At the time of the case study, the focus of the TG was to improve the organization's web 

site and expand it to include more than general information about the 10 day Calgary 

Stampede event For the organization, various Internet applications, including E 

commerce and E-business were seen as exciting opporhmities to expand its 

communication and kact ions  with key stakeholder groups. 

At this point in time, the organization has focused on the use of the Internet for E- 

commerce and E-business, and has ignored more sophisticated applications such as video 
t' 

conferencing and real time on-line forums. Each division of the organization is 

represented in the TG and increasingly they are assessing how technology can be 

integrated into their daily operations, and how the technology can be used to solve 

probIems. For example, the Sales and Facilities division sees the web site's potential for 

advertising the Calgary Stampede's facilities, and the Public Affairs division is seeking to 

develop Ecommerce capabilities. The divisions involved in external communications are 

focusing on the potential of the Internet for reaching their goals. 
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CHARACTERISTIC #4 

The advances in communication technology have increased the use of technology in 
extend comunicut ion activities. 

One member of the organization argues that external communications has incorporated 

modern techoZogy at the insistence of communication The divisions involved in 

external cornnumications interact directly with the technologically advanced 

environment, and as a result, there is a growing need for these divisions to use the new 

communication technoIogy tools. Various external communicators noted the demand to 

integrate the new technology into their daily activities, 

I would say that in the commmicntions urea there ir not one aspect of what we do 
that has not been affected by technology. Probably more so in the past f i e  years 
than any other point in history. 

We would be dead in the water, whereas for accountants, no, but they have to at 
some point. But for us we have to be leading edge, we have to be right on that 
very edge. 

We have to be efficient with the way we communicute ... in our job you want to get 
to the greatest rider of people in the most eficient way possible with the best 
informution that you can So technologies obviously play a much bigger role 
here. 

The divisions of the Calgary Stampede that are involved in external communications, 

including Public Affairs, have a higher level of interaction with the communication 

technology tools than the rest of the organization and they have gained specialized skills 

and knowledge. As a result, they are not as traditional as the other divisions and they are 

more open to changes in technology. The rest of the o r ~ t i o o n  accepts the 

communication divisions' increased use of the technology. As one participant comments, 



One of the credits to this organization is that they have not tried to iltsfiIZ that 
traditiondity in me as...jmt for the sake of doing it. No one has come down and 
said I don't Iih this new fmrgld thing: I wont to go back to, no one says that. 
They may not agree with it but they know that it ir a necessiiy und they mgy not 
like it, but they krav thot it is a necessity. 

Increasingly, members of all extemal communications divisions at the Calgary Stampede 

use email and the Internet to communicate with the organization's environment. hitidy, 

the departments were resistant, but they now realize the efficiency that the tools create. 

As one respondent notes, the technoIogy is becoming an essential business tool, 

For exmnple take X their depmtment could not see the benefit of using emiI, but 
as soon as they got it md started using Internet email all of the sudden their 
communication changed They no longer use the phone or f d n g ;  they are now 
using m i l  to comrmmicate with their clients. 

One specific area of the Public Af%ks department is Media Relations. This area has 

integrated the new communication technology tools, but still relies hmsdy on face to face 

and telephone communicatioa Various respondents explained why more traditional 

forms of communication we& preferred over email and the Internet, 

I love using email, but for certain things I still prefer the personal contact. I even 
hate telephones ... 1. email there is Q lot of chances for misunderstanding. You 
don't know the tone, you don't know the emotion behind it. The other problem is 
that you send it off to the adiress but it may end up somewhere else. 7% has 
hoppened to us before. 

I still speak on the phone m much as I can because I like the persod interaction 
It is more for information that I use the technology. I f  1 want to have a 
conversotion or a discussion of some kind with the media rother than emailing 
back and forth I would much rather still talk on the phone. 
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Although the new channeI is not useful for all tasks, the respondents indicated that the 

technology has improved the dissemination of information and the creation of in-house 

documents. Respondents highlighted the value the technology added to their daily 

communication activities, for example, 

W e  do use a lot of tech~zology here. Fur example if1 send ord a press release I 
can fm it directl'yfiorn my computer ... We also use a lot of email. 

W e  b e  a scanner, can creute posters fiom here, broclwes fiom here. Almost 
every publication that we need to have done, except if it is n huge volume and 
then we send it out to a printer. We m compose it here and have it laid out with 
our technoIogy. 

For al l  areas of external ~0113m~cation.s the use of the new tools helps them perform 

their jobs. The various members have come to accept and rely heavily on the new 

technologies. 

Sponsorship and Sales have also incorporated new communication tools, but they still 

rely heavily on traditional forms of communication These departments see the value in 

face to face and voice communication and feel that el'ectroonic communication is not as 

usefbl for establishing meaningful relationships with external stakeholders. Various 

members explained why the traditional fonns of communication were preferred over new 

electronic channels, for example, 

We try to avoid using emi l  too much with the sponsors because face to face and 
voice to voice interaction is very Intportmt. We need to keep in contact with them 
on a personal basis and know what their ne& ore. Oflen emnil is easily ignored 
or does not get to them ... There ore all the challenges of electronic mail. 

In the area of sponsorship you are Rying to get big bucks out of sumebo&S 
pocket and you had better use a slightly d'rerent approach because ifthey feel 
that they are being treated on an impersonal level it might be a little hard to get 
that money out. 



The participants indicated that the technology was useM for the basic transmission of 

information that followed a conversation, but for an initial conversation its asynchronous 

nature led to misunderstandings and fhstration for both participants. On the other hand, 

synchronous communication tools allow the participants to bounce ideas back and forth, 

and qyickty assess if messages are being decoded properly. In addition, a number of the 

respondents disliked email's impersonal nature and said they preferred more personal 

forms of communication. As various respondents noted, 

I have started on letters that I send to sort of use the sort of standard ending, if' 
you have any questions please call me and I always now put please call me or 
email me. People will still 9 limes out of 10 phone. 

We do w e  email in the case of n sponsor asking us a simple question and we need 
to get back to them with the answer they seek We use emnil for that. There tends 
to be a lot ofphone contact, personal contact jcpssible. 

People like talking to us and getting informtion first h a d  rather than the 
informal technical s w y o u  t r a m i t  by email ...I have been openly asking for 
emails and1 get very few emails fiom outside people. 

The interview respondents noted that the main reason they did not use the new 

technology for all communication with the environment was that the stakeholders 

preferred communication that was more personat, including telephone and face to face 

conversations. 

Of all the external communication divisions at the Calgary Stampede organization, the 

Public Affairs department has changed most dramatically; its members prefer to 
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communicate with the environment electronically, rather than through traditional 

channels. For example, the web site is used to disseminate general info~tioon about the 

organization and the 10-day Calgary Stampede event This has led to a reduction in the 

number of brochures and other printed materials. Most standard requests for information 

are now completed through email instead of the telephone. The Public Affairs 

department is highly reliant on the new communication technology tools. As one 

respondent states, 

I conduct entire meetings on the web, the internet ... Not everybody buys into this, 
the phiiosophy that the communications department has here at the Stampede. 
But I am a believer in the virtual concepr of ofices. I really think thut as nice as 
it is to meet with someone it is a very inefficient me of time ... Maybe necessary in 
a people type business and you can't lose sight of it, but in t e r n  of really trying 
to get the job done there are fm better ways to do it. 

The Public Affairs department has a different approach to new communication 

technology that the rest of the organization. One explanation is that the divisions high 

level of interaction with the environment demands that it follow any trends in 

communication tools. In addition, Public Affairs also deal with a different stakeholder 

group than Sponsorship or Sales. The majority of Public Affairs' contact with the 

environment consists of requests for general information about the 10-day Calgary 

Stampede event. 

Organizational Web Site 

Dudng this case study, the orgarlinttion was initiating Phase Two of its web site 

development. When the researcher assessed the web site, it was still undergoing changes 

and was not complete. Overall, the web site adheres to four out of five principles 



92 
discussed by Kent an& Taylor (1998); the site provides usefid idonnation, has qualities 

that will generate re- visits, has a re1atively easy to use interface and attempts to keep 

visitors from straying &om the site. On the other hand, the site does not focus on creating 

a dialogic loop with the public; the contact information for the organization, including 

email, fax, telephone and address are not prominent on the site. To find contact 

information, the user has to search through various scroll down bars. In addition, the 

web site does not incLude fieqyently asked questions, online forums, or online question 

and answer sessions. 

Phase Two of the we% site development has increased the amount of both general and 

specific information about the organization and the web site, but there is no table of 

contents, index, or search engine to help the user navigate around the site. Although 

more information is provided that in the organhtion's older site, centml focus of the site 

continues to be the lo-day event Calgary Stampede event; for example the introduction to 

the site includes graphics and sounds promoting '?he greatest outdoor show on earth" 

Skills and Knowledg* 

The use of new communication technologies by members of the Calgary Stampede's 

external communications divisions including the Internet and email demands tha 

members acquire a w w  set of skills and knowledge. Without the necessary skills or 

lmowledge members ournot perfonn their jobs eE&ively; for example, members must 

have an understanding of how to use email and Leam the conventions of this new channel. 

AS one respondent nortes, 



There is the whole issue of confidntiu2it-y of J.onmtion, the appropriate use of 
m i l -  We nm intu problems like that ail the time. A lot of people are not 
accustomed to email Since I have gotten here the achrol use of email. when it is 
appropriate. when it is not apppriate, when do you send to the group* when do 
you not, what is the fom of communication; is it formal, in$ormai, how formal do 
you need to keep it, what kind of structure you need to follow. That is definitely a 
problem 

It takes time for members to u n d m d  the new channel and its particular conventions 

and protocol. 

For the organhtion to be effective in the new technologicd environment, it is essential 

that all members of the organization have the same skill and knowledge set. As a resuk 

it is important to create training programs. The Stampede acknowledges this need and 

has conducted an assessment of the training that is needed 

During the Year 2000 testing of some of the bwiness appZicutions, it wczs noted 
that some users @nrticularly new ones) showed a lack of understmrdig of the 
application and how it related to the business process. Some of these systems me 
quite complex mtd formal user training should be underfaken to marimire the 
ben4rs and use of these system 

The members of the organjzation's e x t d  communication divisions have a specific set 

of skills and knowledge that has developed out of their increased daily use of the 

technology. 

cEmACTERISTIC #5 

An orgmkation in a turbulent emironment must become o Ieaming organization and 
continually assess its nonns, values and limits, and change them when necessary. 
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A learning organization is a highly sensitive entity that makes necessary changes to 

meet the challenges and opportunities in the turbulent environment. The case study 

indicates three areas where the organization exhibits characteristics of a learning 

organbation: the development and implementation ofa new decision making process, the 

changes to the o r ~ t i o n ' s  hierarchy and the changes to the organizational culture. 

Decision Making Process 

The Calgary Stampede's creation of the TechnoIogy Group departs from its traditional 

approach to decision making. The Calgary Stampede's creation of a new decision 

making process is a clear example of adaptation to the changes to commrmication 

technology in the environment Following the 1996 recommendation tbat the 

organization establish a decision making process for information technology, the Calgary 

Stampede created the Information Technology Steering Committee (ITSC). The ITSC 

involves the upper levels of the hierarchy, the senior manager of each division. The goal 

of the lTSC was to involve the upper levels of the hierarchy in the direction and strategy 

for the integration of communication technology in the organization. One respondent 

explained the rationale behind the structure ofthe decision making structure, 

W e  were looking for a steering committee and also a steering committee thnt had 
clout. So we were looking to get the important people in the organization 
together and get them thinking about how technoZogy should be utilized in the 
organization. 

A technology specialist guided the senior managers through the more technical aspects of 

the communication technology issues. The goal of the ITSC was to gain the support of 
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the organhation's decision-makers and have this attitude of acceptance trickle do& 

though the rest of the organization One of the goals was to change the organization's 

Wtional culture that resiskd changes to communication technology. Various 

respondents explained why the upper levels of the hierarchy needed to be involved in the 

decision making process, 

It is not going to be long term eflective d e s s  you h e  someone in on upper 
management position pushing on the senior executives and senior managers to 
focus more on the issues. 

I think that ifwe hnd a bigger mondatefiom the top, fhe  said thnr we are going 
to try to utilize technology, people you look at technology and try to figure out 
how it is going to help you achieve your business goals, we might be more famed 
that wuy. 

For some initiatives, for example the PZK project, tthat should have senior 
mmrogement, ifnot executive sponsorship. Without it a project of that nature will 
fail. Ihtemet, the internet project should b e  executive sponsorship. Focusing 
and changing our systems to the Infernet is something that should be mandated 
and sponsored by an executive rig& at the top. 

The members of the ITSC are at the level of the organization's hierarchy where 

traditional decision making has occurred During the FSC's two-year Me, it became 

apparent that the traditional decision-making structure was not effective. Over time it 

became clear that decisions regarding communication technology required a certain level 

of skills and knowledge about the technology that the senior managers did not have. 

Without the hands-on experience with the tools, the members of the ITSC could not make 

informed decisions. The demand for particular skills and knowledge in the decision 

makes process forced the organization to rethink its traditional notions of where decision 

making power rested in the hierarchy. 



After two years the organintion assessed the ITSC and as a result, a two tiered decision 

making system was created, The Technology Group (TG) was established as the group 

who would research and discuss new communication technologies and come up with 

recom.nendations for the organization. The group's recommendations are passed on to 

the ITSC for approval or rejection In this two step process, the ITSC no longer requires 

the hands on skilIs or knowledge about the technology. 

Hierarchy 

The shift fiom the tTSC to the TG is an example of how the Calgary Stampede has 

adapted its structure to meet the demands of the turbulent environment. The changes to 

the organization's hierarchical structure follow the predictions made by a number of 

theorists (Gerstein, 1987; Huber, 1990; Reddy, 1990; Thatch & Woodman, 1994). As a 

decision making body, the TG has a high level of control and power. This group decides 

wbich recommendations to pass on to the ITSC. It is at the level of the TG that the 

strategic direction for the Calgary Stampede is established 

The creation of the TG has increased the participation of various hierarchical levels in the 

decision making process, as predicted by Thatch and Woodman (1994). Decisions are no 

longer the sole responsibility of senior managers in traditional positions of authority and 

leadership. The members of the TG have contact with the technology on a daily basis 

and the skills and knowledge this has created is central to the decision making process. 
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The TG's members are individuals who have not traditionally held decision-making 

power in the organization, Galbraith (1977) describes this process as lateral relations and 

it is one of the strategies he offers for d e h g  with environmental changes in technology. 

This strategy shifts the decision making process down to where the skills and knowledge 

reside rather than bringing this information up to the more traditional points of decision 

(Gaibraith, 1973,p.18). One member explains why this change in decision making 

patterns was necessary, 

The people with the knowledge are not the ones with the authority. You have to 
figure out more innovative ways of making a decision and hying to commmicate 
that to people with the authority so that they are con$ortable with it. 

The TG - ITSC process increased the participation of individuals with the necessary 

skills and knowledge about the technology, yet still maintained the decision making 

power held by the upper levels of the hierarchy. In addition, the application of lateral 

relations has led to an increase in the communication between the various levels of the 

Stampede's hierarchy, and the increased use of teams and groups (Galbraith, 

1977;Gerstein, 1987; Thatch & Woodman,l994). The use of lateral relations created a 

higher level of co-operation between departments than previously existed. The 

departments now work together to find the best strategy for integrating technology into 

the organization 

If the organization realizes its goal of E-business, it will have to assess the way it 

approaches business. For a traditional organization such as the Calgary Stampede, the 

shift to E-business will mark a radical change in their approach to all areas of the 

organization E-business is an application of communication technology that will affect 
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all areas of the organization, not just the d e h e n t s  involved in extend 

communications. 

GOING BEYOND SYSTEMS THEORY= 
INTERPERSONAL RELATIONSHIPS AND ORGANIZATIONAL CULTURE 

An important element of the Calgary Stampede organization that classical systems 

theory3s mechanistic approach overlooks is the role organhtional culture plays in the 

adaptive process. The cdture of the organization is dynamic and affects all aspects of the 

organization. In this particular case study, the Calgary Stampede's culture influenced 

how, why and when the organization adopted commutzication technologies. The 

Stampede's organizational culture has been created through a combination of its 

structure, historical roots, and area of business. The organization's culture is Wtional, 

and fosters division and separation between the organization's ten departments. 

The traditiod nature of the Calgary Stampede's culture is related to its deep roots in the 

Alberta agricultural community. Ih addition, the organization was established in 1882, 

and its long history has created a culture that is traditional and resistant to change. As 

one respondent observes, 

If stmeone was not pushing the organization we would probably still be coming 
to work in wagons. 

A number of organizational members come f5om an agricultural background and have 

worked in the organization for a long period of time. m y  of the o r e t i o n ' s  

members did not use communication technologies in the workplace until the organization 
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adopted communication technologies on a large-scale basis 1996. When technologies 

such as e d  and an organktional web site were first introduced, members of the 

o~gankdon were resistant and did not want to change how they perfomed their tasks. 

One member explains the fear of change and says, 

mey like traditional, they think that by moving away porn traditional you are 
moving mayfrom your roots and heritage (cultwe, 116) 

Another member explains that for the organktion the d aminant sentiment was that if the 

organkttion was successfut without the use of communication technologies, why 

change? This member was involved in the push towards the adoption of technology and 

he explained that 

We really had to do a lot of selling- Some were bringing in pretty good result, 
and when you have results, it is thnt 014 ""fi t  ain't broke don't f? it. " So mqybe 
t h t  is passive, but sometimes less risky. You can't blame them in any way; it is 
just the way that it evolved It was a muttm of awareness about technology and 
that we can communicate through a dgerent mediwn other than telephone and 
voice messaging. 

To be able to bring communication technologies in to this txaditional culture, members of 

the organization needed to learn how c o d c a t i o n  technologies could help them 

perform their daily tasks. For example, this member explains why a department resisted 

the use of tech01ogy: 

Like agriculture, go rmd talk to them Is putting a computer going to help you get 
the cow on the weigh scde f a r ?  me m e r  to that is no. It may help them get 
the r e d s  in farfer and tabulofe the results faster, but does it get the cow m the 
weigh s d e ?  No. Does it actually wash them , bathe them feed them? No. 
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The resistance to communication technologies is also apparent on the level of the 

individual member. As a result, it is difficult to l l l y  integrate communication 

technologies into the organkition As one member states: People are used to the way it 

med to be done. Another member explains how various members rea-d to the 

integration of cornmecation technologies: 

On an individual basis we still see the effects of i~ There me varying reactions 
depending on where they were in their willingness to accept change and also 
possibly their mindset and where they were. I have in fact some people who sriN 
resist it (culture, 8) 

Other members note that although the organization has begun to adapt to communication 

technoIogies, there is still a high level of resistance at the level of individual members: 

They are highly resistant ... Some of the resistance will be very legzgztimate. 

In so fm as embracing technology it has been a tough sell. 

ly, boss for example was raised in an environment r b t  was typewriters and 
carbon paper, not compurers and efnail. Technology to him is almost an obstacle. 

I don't think thut we have changed anyone that drmticdly, they are still tentative- 

But as the members of the organintion begin to use the technology in their daily tasks, 

some members becoming less resistant toward changes to communication technology. As 

one respondent notes, 

I guess m y  time you change, especially in mi organization as old us the Stampede 
people me used to the way it used to be done. Even with databases people we 
report to like the directors or senior mmrogers were used to seeing the old 
reports; there was a sort of leming m e .  Y m  know they are going to look a 
little bit d~fferent now but it is easier and more accurate to get the information. 
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AIthough members are leaihing more about the value of communication technologies, 

it is a slow process. As one participant said about her senior manager, 

Technology to him is almost an obstacle, but he definitely does see that 
technology is driving the business and how we will progress in the * w e  by 
investing in it. 

As the individual members become less resistant to changes in technology the 

organization's culture also changes. In addition, although individual mernben may not be 

comfortable with the use of the technology in their daily activities, they realize the 

environmental demand for organizational adaptation 

The o r ~ t i o n 9 s  adaptation process continues to be affkcted by those members of the 

organization with decision making authority and power who are resistant to change. For 

the technology to become part of the Stampede Imdscape it must first be accepted and 

embraced by all levels of the organization. As one respondent pointed out, technology is 

not embraced by the top dog here and ther#ore it does not flow down. As a result, the 

Calgary Stampede's adaptation to communication technologies has been a long process 

where each step towards the full integration oftechnology is a hard fought battle. . 

On the other hand, the organization's tmcMonai culhae has bred skepticism in the 

members that may protect the organization from blindly adopting the newest 

technological trend or gizmo. In some ways, the organktion~s resistance to change is 

not a negative force, it is a positive force that allows the organization to adapt slowly and 
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adopt a more stnhgic approach that aligns the new technologies with long standing 

business goals and objectives. 

The o r ~ t i o ~ ~ " s  culture also reinforces division and separation, which is created out of 

the organktion's structure of ten distinct business units. With the changes to 

co~ll~unications technologies in the environment, and the Calgary Starnpedle's 

subsequent efforts to adapt, the dominant characteristics of the organization's cultsne 

have started to change. The organhtion's culture of division has meant that in the past 

the organization's ten divisions paid little attention to the actions of the other divisiarns. 

This individuality of the business units has influenced the organization's integratio- of 

communication technology. Various members noted the obstacle this creates: 

[historically] it was very depmtnzentolly focused and onefimction focused 

I think that we h e  huge challenges in tenns of the controlling,  ana aging and all 
of thnt of OM IT environment and moving it forward as a single entity. We h e  
10 divisions and they all have their own strategies and they use technology in 
their own ways. We tend to go on different tangents. 

With ten business units all pursuing their own agendas, the organization's culture bas 

created an adversarial relationship fed by levels of competition and resentment 7 3 s  

aspect of the culture is highlighted by the integration of communication technologies- It 

is difficult to create a seamless communications network when the various divisions have 

different types and levels of technology and do not see the value of being interconnected 
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The crehtion of the TG process addresses this problem by bringing all ten divisions 

together to make decisions about the integration of communication technology into the 

organization The creation of the TG and the co-operation it has created has started to 

change the division between the organization's business units. But, the Calgary 

Stampede's deeply rooted culture will take time to adapt. Gerstein (1987) argues that as 

an organization integrates communication techno10gy the pattern of communication 

change and the culture will eventually reflect this. In this organization, it is clear that 

changes to the structure ofthe organization created by the integration of technology have 

led to a shift in the organizational culture. 

m e n  the organization first integrated technologies into the organization's structure 

individuals felt a form of culture shock. For exampIe, the use of email radically changed 

their d d y  tasks. Initially, the members of the orgpktion were hesitant to use the 

technology, but as time passed they learned to accommodate it In tum, the 

organization's culture has slowly become more open to changes in technology. 

Finally, the Lack of cohesiveness between the various departments has led to an identity 

crisis that defines the organization's culture. The organization does not h o w  how to 

class@ itself as it perfoms such a wide variety of tasks. 

When people find out that I work for the Stampede the mmtber one question is 
w h t  do you do for the rest of the year? 

We are not the Calgary Stampede year round and then the Calgary Exhibition 
and Stampede for 10 days. Zhis is dealing with our image globally. FKhat we me 
rejeerrig to ourselves a, what we are calling ourselves. Shou[d we be something 
dzrerent for the 10-dqy fair? In our listings andperiodicals we are the Calgmy 
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Exhibition and Stmnpede. Does this indicate that we have facilities for rent? 
... There is ignormtce in the city, let alone globally. 

The Technology Group: Interpersonal Dynamics in the Organization 

Although systems theory has merits, when applied to a case study it forces the data into 

rigid categories. Traditional systems theory does not d o w  the richness of w e  study 

data to be explored. In viewing an organization as a system with components, and 

internal and extend environments, the idiosyncrasies and human elements of an 

organization are ignored The value of the Calgary Stampede case study is that it 

provides an example of how the process of adaptation works at ground level. The case 

stndy data that is beyond the rigid scope of system theory displays how human behavior 

can affect an organization' s adaptive process. 

Organizations are made up of individual members that interact As a result, the 

o r g e t i o n  is affected by personality conflicts, territoriality issues and other 

interpersonal communication problems. 

The human elements of the Calgary Stampede organization that affect the adaptive 

process are clearly visible in the TG process. This group and the issues that it hces 

reveal the problems that are found in the larger organization. In this group there are clear 

divisions, on one side is PA and on the other are the remaining departments. This 

division within the organization is fed by the behavior and attitude of the PA department 

that reinforce the department's central belief that they are technologically superior to the 

rest of the organization. 



The goal ofthe TG decision making process is to bring all the departments 'together to 

create and implement a strategic direction for the o r ~ t i o n ' s  use of technology. In 

practice, the PA department has separated itself ftom the rest of the organization- 

Although the PA department does send a representative to the TG meetings, they feel 

their role is to provide advice -and guidance, not to work at the same level as the other 

departments. As one member of the PA explains, 

We hmte something that we can ofer to that group (TG) and if we toke off our 
Public Affairs huts and put on our curparate huts, it is in the best interest of the 
whole company for us ro have input into the system ... So there is still art 
advantage, but the advantage is not for us in Public Affairs. 

PA feels that they are more technologically advanced and as a result, superior to other 

departments when it comes to technology. They fee1 that they have a higher level of 

knowledge and expertise in the area of communication technoIogies Rather than sharing 

this knowledge with the rest of the organization, they choose to do their own thing and 

alienate the rest of the organkition. The head of the PA explains that with a process Like 

the TG, 

You ore becoming imflcient. There is going to be some segment of the gtoup 
that m e  going to be moving at a dgererenr speed and by virtue of the group you 
could slow those groups b e m e  they are part of the process. 

It ~ clear that the PA department is separating itself from the rest of the organization 

because it does not want to be held back. A member of the departmnt explains that i f  

they do have the latest technology they 
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Would be dead in the water, whereas for accountunts, no, bu they have to change at 
some point. But for w we b e  to be leading edge, right on that v e y  edge. 

Although it is important for communicators to strategically use cumnunidon 

technologies, it is still important that they recognize the needs of the rest of the 

organization. As a single department within a larger orgphation, PA should be working 

dongside the other departments to achieve shared organizational goals. This division and 

low level of co-operation has afEied the organization's ability to strategically 

implement communication technoIogygy 

PA distinguishes itself fiom the rest of the organization, for example though the 

language of "us" and "them," 

We are very technologicaZij advanced in terms of our computer system, where 
they me quite behind the times 

The PA's attitude of technological superiority is evident to the other departments and 

various members expressed their £htration. For example one member of the IS 

department notes 

They (PA) h e  the idea thut they are technologid& sawy. Z4ey also have the 
idea that U4Cs are superior. So they have a superiority complex ... T?jey have a 
mindset that they me very s a w y  and advanced, but they don't understand the 
whole picture. I have tried to help them see the whole picture but I h e  @en up. 

It is clear that in this organization, the control of new technology is connected to the 

overall group image of the PA department. A high level of technological knowledge is 
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part of the PA's subculture. This department distinguished itself from the rest ofthe 

or-tion by pointing to its higher level of hardware and knowledge. 

The result of PA's separation from the rest of the departments, is that the organization is 

not working as a cohesive unit However, even though systems theory might label this 

organization as dysfimctional, it still runs a successful and profitable business. This 

highlights the reality that at ground level organizational systems are not perf- and they 

do not bave to be to sunrive. 

The Web Site 

The PA's lack of cooperation and coordination with the rest of the organization has 

affected the ability of other departments to achieve their objectives. For example, the 

PKs control of the web site bas excluded other departments fiom having any input into 

the information posted on the web site. The web site was Initially developed by the 

Public Affairs department in 1996 to promote the ten-day Calgary Stampede event Since 

the initial development, the various other divisions have asked to post information on the 

site. For example, the Sales division asked to include information about the facilities on 

the site; PA asked them to wait. After one year, the Sales department was still waiting 

for their information to be posted One member of the Sales department described the 

attempts to get involved with the web site as very disnppoi~ing andveryfius@ating. 

This member explains that the Sales department has 

been held at bay, arui we have been rold for a very long time now that it is 
coming, it is in progress ... So a yeor to date we still have nothing more on the web 
site than we did a year ago 
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As a result of this type of behavior, the various departments resent PKs blatant 

disrcpd for the needs of the rest of the organization In this conflict, PA is clearly 

trying to maintain its control and territorial rights over the web site and its development. 

The focus of PA's use of the web site is to promote the ten days of the Calgary Stampede 

event. As a result, three years after the site was first created, the focus is still on the ten- 

day event, and the areas of the organhation involved in the remaining 355 days of the 

year are margin- A member of the IS group criticizes PA's approach and notes that 

hfy approach would h e  been to holve  the whole organization righrfiorn the 
s t m t  Pickyour one mountain or hill ih t  you wunt to hitfist  mtd then grow fiom 
there. Theirs has been more 03 we are going to do our own thing first ond then 
we wiIIputpieces in as we go. It strategies do not work wen that way, not unless 
you understand the whole picture. 

Atthough the ten-day event is alarge source of revenue for the organization, the rental of 

the facilities and the on-site services bring in the other half of the organization's revenue. 

The web site's focus on the ten-day event ignores this fact. This is an important issue and 

one member observes that 

I see thnt half of our aadimce is being addressed and the other hav are our 
basinas CtrStomers rmd general customers who deal .with us for everything but the 
Stampede. 

It is clear that the PA's attempts to exclude other departments have a negative impact on 

the organization as a whole. By excluding large segments of its environment, the 

organbation does not use the Internet's greatest communication characteristic, its ability 

to establish- meaningfid dialogue. One respondent realized this -problem a .  stated that 
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sometimes wonder about how we are communicating to the outside world 
about how we operate. Ifyou go on the web site you cun 't find o w  central phone 
nzmber, you can 't even call us, 

The goal of the organizations web site is not to create feedback loops with the 

environment that would establish a dialogue with the public, but to create a one way flow 

of information The organization approaches the web site as an electronic brochure that 

focuses on graphics and technical wizardry rather than the quality of the content As one 

member observes, the web site is the organization's 

brochure to the world on the Iiztemet- So we were presenting to the world what it 
the Stampede, whatever we would have in printed literature we presented through 
the web. 

It is clear that the web site is only meeting the needs of the PA department One member 

of the Sales department describes the use of the web site, 

You get three pages deep and you still do not how thnr we have facilities for rent. 
And good luck fmding it. I am very criticnl of what it is now because we (Sales 
department) are nowhere to be fd Hopefully that will change and there can 
be some continuity between the ten days of Stampede and the other 35.5 days. 

In addition to the PA's superiority complex, this department views itself as separate from 

the rest of the organization; this follows the organization's dominant culture. For 

example, the PA department uses ~acintosh computers and the rest of the organization 

uses PCs. As a r d f  email communication and document sharing between PA and the 

rest of the organization is ditFcult The head of PA observes that 
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For instance, one of the things that came out of the IT group when it first 
started was why me you guys on Ma= and we are all on PCs. There ore o couple 
of reasons. N d e r  one is that it is a superior system rmd I don't care what 
anybody says. Number two, it is far better for graphics. Nimber three, and this 
is the biggest reason, 1 am not bound by the technoIo&v of the group...lfwe were 
tied to thot technology because we were tied to the whole group, we would lose 
our technological advantage. 

Although the use of Macs is necessary for dealing with graphics, the PA department uses 

this situation to defioe "us" and "them." In response to the reasons offered by PA, a 

member of IS argued that 

I don 't think they comprehend the IT thing. Honestly, they use Macs for email, 
surjing the net rmd using Microsofi W c e .  I can give them that on a PC ... Only 
two people use it for graphics and those graphics programs me all mailable on 
PC as well. So their system on a M C  platfnn is based on a very loose 
justification but I am not going to fight a bottle with them 

In response to the problems posed by PA's actions and behavior, the remaining 

departments use the TG as a fonun for co-operation and discussion The TG allows the 

departments to work together to find common ground for communication technology, and 

to avoid duplication of work All departments, apart fkom PA, are working strakgically 

to discover what is best for the organization as a whole, not just individual departments. 

One member explains the problem the TG is trying to address, 

The case of our organization is just do whatever you want, buy whatever you 
want, purchase systems wherever you are, purchase applications to meet a 
spec@% need whether that means that it h s  been duplicated three times in the 
organization or not. 

IS'S Role as a Boundary Spanner 
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According to PR and systems theory, the Public Affairs department should play a 

central boundary spanning role in the Calgary Stampede's adaptive process. In theory, 

this department's role is to gather idonnation fiom the environment, summarize it, pass 

it on to the rest of the organization and then guide the organization's adaptation to this 

new information- But, at the Calgary Stampede the Public Affairs department does not 

pass on the infomation it gathers from the environment, the department hoards the 

information for its own use. This is clear in its ongoing control of the web site. 

As a result, to remain effective the system has to re-organize to W the gap created by 

PA's selfcentered actions. At the Calgary Stampede, the IS department has become an 

important boundary spanner for the Calgary Stampede o r g e t i o n  The information 

that IS gathers from the environment and passes onto the rest of the organization is 

driving the TG and the strategic direction of the Calgary Stampede organization In this 

case, the organizational culture that fosters division and separation between the 

departments has led to a shift in the structure of the whole system. 

Although PA claims that they are technologically superior to the rest of the organization, 

one member challenges PA's belie& and argues that 

They me only pulling ofpieces of the pie; they m e  not seeing the whole IT area. 
They don't read abow it everyday; I read about it everyday. I read about it; 1 
study it; I go to seminar; I am immersed in it. They onlj pick z p  the pieces that 
they hem abo I&... they only see a single focus uppZication ond the entire internet 
puale is more involved than that. 

The growing role of IS in the organization is threatening the control formerly held by PA. 

PA's decision to integrate Ecommerce into the web site has reduced its control of the 
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web site. For E-commerce to be implemented, the entire organization has to be 

involved in the decision making process. As a member of IS notes, 

In order for it to be Hective, it has to involve all of our internal systems and there 
are going to be ties io all of them We have to get our intern2 system working 
together for o w  external systems to work You are going to take a little piece at a 
time but you are going to have to have it in some overall comprehensive strategy. 

As a result, the issue has been brought to the TG and IS has an increasingly important 

role in its development In the TG, the IS representative brings the relevant issues to the 

attention of the TG, provides the technical expertise needed to make informed decisions 

and guides the decision making process. 

Snmmary 

Overall, it is clear that as the Calgary Stampede organization has changed its structure to 

integrate technology, the culture has also shifted. Changes to the organization's culture 

begin at the individual level Members of the organization have slowly adapted to the use 

of technology in their daily tasks and have become less resistant to changes to 

technology This attitude affects the overall culture ofthe organization The data points 

to the important role the organ.kzatiionys culture bas played in the adaptation process, an 

idea that takes us beyond classical systems theory. At the ground level a system is not a 

mechanistic structure composed of clear-cut components and information flows. By 

acknowledging.the crucial roIe of culture in the organizational system, we add the human 

element to traditional systems theory. 



CHAPTER SIX: 
CONCLUSIONS AND IMPLXCATIONS 
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What the Literature Revealed 

The various bodies of literature that formed the foundation of this case study began with 

a broad perspective on organhtional adaptation to environmental changes and then 

focused on the particular nature of adaptation to new communication technologies. The 

primary literature established that an organization is a system that has a interdependent 

relationship with its environment 

Emery and Trist (1965), and Terreberry (1968) defined the environment as increasingly 

turbulent, and pointed to communication technology as one element adding to this 

turbulence. The uncertainty and unpredictability of this type of environment demands 

that an organization adapt, and in particular, that it implement the active adaptive 

technique of organizational learning. 

This thesis applied these general theories to understand how changes to communication 

technoiogies have affected the external communication functions of an organization. The 

literature predicted how an organkxtion would respond and behave in this changing 

environment The goal of the case study was to examine in depth the changes to the 

born- spanning roles of external communications and to assess the characteristics 

connected to the literature. 

In addition, the literature pointed to the limitations of systems theory and the value of 

understanding the role of organizational culture in the adaptive process. The case study 
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indicates that moving beyond classical systems theory and including human elements 

of organizations provides a more realistic picture of how organizational systems function 

The literature explored the past changes in the environment and this case study sought to 

extend the theories introduced in chapters two and three by applying it to the current 

context of communication technologies. The choice of the Calgary Stampede proved to 

be a fruitfid ground for this application as it only formally initiated its adaptation 1996. 

The results of this case study support the theories presented in chapters two and three, 

provide new insight into the process of adaptation, and introduce exciting possibilities for 

W e r  research. 

Contributions from Case Study: What literature does the case study support? 

Overall, the case study of the Calgary Stampede illustrates the five characteristics of 

complex organizations in a turbulent environment that guided the research methodology. 

In addition, the case study reinforces the value of moving beyond classical systems 

theory and adopting a 'New Science' approach. 

The case study supports the perspective of contingency theory, and in particular, the 

argument that when an organization's environment changes it must adapt its behavior 

accordingly. This issue is addressed in the Grst c ~ e r i s t i c :  organizations are part of 

an open system a d  changes to new communication technologies in the external 

environment necessitate t h a  organizations adapt to these changes. The analysis of the 

case study data supports this through evidence that the Calgary Stampede is adapting to 
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its environment. It also indicates that this is an ongoing process. The o r w t i o n  

must adapt at the Level of structure and cultureture As the organization adapts its structure to 

incorporate new technologies, the roles of the various departments have also shifted to 

include new responsibilities, for example the new role of the IS department. This 

structural change has been followed by a shift in the organization's culture; the resistance 

to change is lessening and there is a higher level of communication and cooperation 

between the departments. 

The data also illustrates the second characteristic: the advances in communication 

technologies have created greater uncertainty and twbulence in an organization's 

external environment. The nature of the Calgary Stampede's environment supports 

Emery and Trist's, and Terreberry's prediction that the environment is growing 

increasingly turbulent AU the respondents expressed a concern for the growing 

uncertainty and unpredictability of the environment. The increasing turbulence was also 

a concern expressed in various documents. In a turbulent environment, the process of 

adaptation is necessary for survival, a fact supported by the case study. 

However, the case study did indicate that turbulence affects different departments in 

dkfferent degrees. At the Calgary Stampede, the perception of a turbulent environment 

was connected to the level of interaction with the e x t d  environment. For example, the 

PA and IS departments, with their high level of interaction with the external world, 

perceived a high level of turbulence. On the other hand, the Sponsorship department did 

not note the same degree of turbulence. This supports the idea that turbulence is not an 
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all-encompassing, monolithic concept, but one that can occur in varying degrees 

depending on one's location in the organization 

In the tubdent environment it is also clear that the role of boundary spanners has 

increased- This supports characteristic number three: the role of external 

communications in monitoring. scmning and mapping the external envitonment has 

increased in the tur6uIen.t environment. For the Stampede, all forms of external 

communication and the IS department are crucial to the identification of potential 

opportunities and challenges that must be addressed. These points of contact are 

responsible for monitoring, scanning and assessing the rapid changes in the ever- 

changing environment. 

I initiated this study with a focus on the external communication functions of the 

organization. As the case study progressed, the increasing role of IS as a boundary 

spanner was revealed This hding reflect a structural change that has resulted form the 

technological changes in the environment Due to the increased complexity of 

technology, IS'S role in orgmhtional decision maldng has increased and this has shifted 

the decision making power in the organization. Certain decisions now require the either 

the buy-in or advice of the IS department. Certain external communication departments 

at the Calgary Stampede are reluctant to accept the new role of IS, but the increasing use 

of technology in the organization demands the creation of mutually beneficial 

relationships between IS and aII other departments. 
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The fourth chaderistic is also supported by the case study data This characteristic 

states that the advances in commtmicatiotz technologies h e  increased the use of 

technology in e ~ r e m u I  comrnmic~tiot~~ activities. The data that responds to this 

characteristic indicated that although the techno10gy has become a part of daily external 

communication activities, it has not replaced the traditional coxnmunication tools. The 

integration of the new technology into the o r w t i o n  has affected the communication 

p a t t w  and behaviors of external communicators; these members have increased their 

use of electronic communication tools. However, they still rely heavily on traditional 

communication channels. The new technology does not duplicate the subtle non-verbal 

and verbal nuances of face to face and voice communication. For external 

communicators, the new electronic tools are not as effective for establishing a meanin@ 

relationship with members of the environment This case studied clearly illustrates that 

although the new comunication technology has caused certain problems, it can also be 

used to solve these problems. 

The literature indicated that the best response to a turbulent environment is organizational 

lemming, a form of active adaptation The iifkh characteristic addresses this issue: an 

organization in a turbulent environment must become a leanzing organization and 

continuously assess their norms, values and limits and change them when necessary. The 

case study data indicates that there are instances of organizational learning at the Calgary 

Stampede, but overall, it appears that the organization is at the initial stages of 

o r w t i o n d  learning. The research indicates that in the area of communication 

technology, the Stampede has begun to critically assess its operating norms, values, 
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structure and assumptions (Schon;' 1983). As this is a recent development, the 

o r e t i o n  has been slow to adapt to external changes. The shift from the ITSC to the 

TG does indicate that it is questioning the decision making structurey but this process is 

not ongoing or established in the organhtioa The instances of organizational learning 

in this case study demonstrate that the organization has the potential to integrate learning 

into all areas of the organization in the firture. 

The organization's capacity for organizational learning is also evident in the members' 

ability to adapt to shifts in the organization's culture. As the culture becomes Less 

traditional and less resistant to technological change, the members have learned to accept 

this shift and begun to embrace the use of technology in their daily tasks. 

In addition to the general theories of the relationship between an organization and its 

environment, this thesis introduced a body of literature that examined the eEects of 

communication technology changes on the organization The case study focused on the 

changes to an organization's structure, communication patterns and behavior, culhue, 

external wmmunication and use of strategy. The integration of technology has affected 

the Stampede's organizational structure, exemplified by the adoption of lateral relations 

for decision making. The hierarchy and distribution of decision making power has 

changed with the integration of the new technologies. Participation in this process has 

also increased. The creation of the TG involves members who were previously excluded 

fiom the decision making process. 
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OveraU, the case study &ta illustrated the five characteristics that guided the case 

study research The case study also extended classical systems theory to include 

elements of the organization at ground level, including organizational culture. Very little 

attention was paid to role of organizational culture in the adaptive process and this is a 

Limitation of classical systems theory. This case study indicates that the Calgary 

Stampede's cuiture plays a large role in detemhhg both the rate and effectiveness of its 

adaption to the new technologies. 

For example, the organization's traditional culture created a skepticism towards new 

technologies and a high level of resistance to changes to technology. Although members 

of the organization viewed this cultural resistance as negative, it can also be defined as a 

positive motivator that has led the organization to adopt technology slowly and to align 

the new technology with existing organizational goals and objectives. The case study 

indicates that the organization's txaditional culture was an asset to strategically 

integrating technology. 

The organization's culture also affected the changes to its structure. The organization is 

does not have one monolithic culture, there is a shared culture, but each department has 

its own subcultme. For the Calgary Stampede the subcultures have Led to structural 

changes. For example, the PA's subculture that negatively affects its ability to be an 

effective bouncky spanner for the organization has shiRed the structure and created a 

new role for IS as an organizational boundary spanner. This link between cultural and 
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structud changes is not identified by classical systems theory. This case study 

indicates how classical systems theory can be extended to include hctors such as culture. 

The connection between structure and culture is two directional. The subculture of a 

department can affect structural changes and shifts in the organization's structure can 

lead to cultural changes. For example, the integration of technology into the 

organization's structure affected the level o f  resistance in the traditional culture of the 

orgmhtion. 

Implications of the Calgary Stampede Case Study 

The case study data, combined with the theories outlined in chapters two and three, points 

to a number of issues raised by this case study and illustrates how one organization has 

responded to the challenges created by advances in communication technology. 

Overall, this case study reinforces the value of going beyond the boundaries of classical 

systems theory and studying how a system fimctions at ground level. This type of 

approach uses classical systems theory as a foundation, but includes the complexities and 

intricacies mated by human interaction For exampIe, this particular case study 

highlighted the complex role of culture in an organization's adaptation to communication 

technology. 

This case study provides an example of the symbiotic relationship between an 

organization's structure and culture. When there are changes to either element, the other 
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also chiinges. As a result, ifone looks at structural or c d t u d  changes in isolation, the 

findings are not complete. These elements must be studied together, as they are so 

cIosely intertwined 

The initial focus of this research was to focus on the function of external 

communications. As the research progressed it became clear that there was a new 

boundary spanning role for IS that was an important piece ofthe p d e -  In the end, this 

case study provides an example of IS'S new boundary spanning role in the organization, 

and the need for co-operation between IS and external communication departments. A 

more cooperative relationship between these two departments would lead to a more 

efficient and effective integration of communication technologies as IS'S activities can 

complement those of external communications. 

Both IS and external communications play important roles in the adaptive subsystem, as 

they possess specialized sets of skills and knowledge. Combining these sets will lead to a 

more comprehensive strategic approach to technological change. External 

communication departments understand the organization's communication needs, goals 

and strategies, it has some knowledge of the communication technology tools that would 

facilitate and improve the organization's communication with its environment On the 

other hand, the IS department has the technical expertise that external communicators 

need to realize their goals. In a turbulent environment, these two b o r n e  s p m e n  must 

work together in a mutually beneficial relationship. 



For Further Research 

This single case study applied existing theories to the current environment that 

organizations face. It provides a picture of how one organization has started to adapt to 

the changes in communication technologies that have altered its landscape. Additional 

case studies in this area wouid provide a broader picture of organizational adaptation to 

this particular element of the changing environment- 

This case study reveals two interesting elements that M e r  research codd investigate. 

First of all, it indicates a growing need for a symbiotic relationship between IS and 

external communication departments. IS'S role as a boundary spanner is increasingXy 

important in a technological environment and it would be valuable to study this area more 

closely using organizational communication theories as a guide. A second issue that 

deserves M e r  attention is the role of culture in an organization's adaptive process. The 

Calgary Stampede case study indicates that culture plays an important role in the rate and 

nature of an organization's adaptation Research that extends classical systems theory 

finther and investigates the relationship between culture and structure would provide 

fuaher insight into the process of adaptation 
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APPENDEX A: Sample Interview Questions 
(Public Affiiks Department) 

Can you provide me with a brief description of your department and your role in the 
department? 

What communications technology issues are being addressed by the Stampede 
Organizaton? 

What communications twls has the Public AfEairs department imp1emented to respond to 
the changes in the environment? 

Has the introduction of these new tools created any new problems that Public Affairs 
must respond to? 

Why did your department decide to create a Web site and is there a process for evaluating 
it? 

Why was the ITSC first initiated and how did it evolve into the Technology Group? 

How have the changes to communications technology affected how your department 
communicates with its stakeholders? 

The fimction of Public Affairs has a close relationship with the new communications 
technology and you have to deal with its effects on a daily basis. Has this awareness of 
the technology affected your role in decision maIdag within the organization as a whole? 



APPENDIX B: Documents and Archives Collected 

Documents 

rrSC Policy Procedures and IT Planning: 
Strategy and Vision 
Policy and Procedures for IT 

ITSC Minutes and Presentations 

Internal Memos 

IT Priority Recommendations, 1996 

IT Management Strategy, 1996 

IT Steering Committee MBndate, 1996 

Computer and Information System Review, 1996 

hternet Evaluation and Guidelines, 1997 

IT Management Strategy, 1999 

Information Technology Report, 1999 

Idormation Technology Recommendations, 1999 

Archives 

The Dusty Trail, October, 1999. Newsletter for Calgary Stampede employees 

Calgary S tamde    add leg^^, Fall 1999.. The official newsletter for volunteers and 
friends of the Calgary Stampede organization. 

Calgary Stampede employee email and phone list 

Departmental structure charts for the following departments: Adm.his6ration, Public 
Mfairs, Corporate Development. 

Calgary Stampede organizational structure chart 

Annual reports from 1998,1999 



APPENDIX C: Assessment of Calgary Stampede's Web Site. 
(~ww.ca1~ax-y-&pede.com) 

This assessment is based on Kent and Taylor's (1998) article "'Building Dialogic 
Relationships Through the World Wide Web" 

I. Dialogic Loop 
a) Is the o r ~ t i o n ' s  email address prominent? 
b) Is other contact information included on the site (phone, f q  mailing 

address)? 
c) Where is the contact idonnation located? 

IX UseIlness of Information 
a) Does the site include general and/or historid information about the 

organization? 
b) Is there a search engine or index? 
c) Is the audience specific information organized and easy to find? 
d) Is there information about al l  of the organization's 10 business units? 
e) Can users sign up for mailing lists and discussion groups so they can receive 

information automatical1y? 

Generation of Return Visits 
a) Is the information on the site up to date? 
b) Are there special online forums? 
c) Are there online question and answer sessions? 
d) Are there '?Frequently Asked Questions"? 
e) Is there downloadable or mailed iaformation? 
f )  Is there specialized infomation that can be requested by email or regular 

mail? 

EI Intuitiveness/ Ease of Using the Interface 
a) Is there a table of contents? 
b) Is the information organized hierarchically? 
c )  Is the focus on the textual content or the graphics? 
d) Does it take a long time to download various pages? 
e) Do users have the option of requesting a text only version of the site? 

IV The Rule of Consewation of Visitors 
a) Are there links to other sites? 
b) What are the links? 
c) Are the users given a clear path to lead them back to the Calgary Stampede 

site once they have followed a link? 




