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RWC 2011
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 Quadrennial event owned by the International Rugby 
Board (IRB) 

 9 September – 23 October 2011 
 Biggest event ever hosted in New Zealand 
 133,200 international visitors  
 Organised & delivered by RNZ 2011 
 48 matches, 20 participating teams 
 Held in 11 cities in 12 different stadia across NZ 

 
 



Rationale 
 

3 

 The number of event impact studies has steadily 
increased 

 Most of them focus on economic factors 
 The impact of events on interorganisational relationships 

and collaboration is rarely considered 
 Collaboration appears essential for a successful mega-

event 
 Can the event in turn be used by organisations to increase 

their capacity to collaborate? 



Literature review 
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 Collaboration: large variety of terms with similar meanings, 
including coordination, cooperation, partnership, alliance and JV.  

 The tourism environment is highly complex and fragmented; 
partnerships and collaborations play a pivotal role 

 The collaborative network of relationships of an organisation is 
hard to imitate and substitute by competitors (Barney, 1991) 

 “A key source of competitive advantage” (Beyerlein et al., 2003, 
p. 17).  

 

Collaborative capacity (CC) refers to the “conditions needed 
for coalitions, partnerships, or networks to work together 

toward common goals in order to create sustainable … 
changes” (García-Ramírez et al., 2009, p. 116) 

Presenter
Presentation Notes
All relate to the same concept of working together towards common goals (Fyall & Garrod, 2005). 
There is no universal agreement regarding when and how to use these terms, and it is difficult to distinguish conceptually between them.
It becomes increasingly difficult for individual tourism organisations to make decisions independently of others (Wang & Xiang, 2007)
Fyall, Garrod and Tosun (2006) conclude that “collaboration is … likely to represent the sine qua non for successful destination marketing in the future” (p. 83)




Network analysis approach  
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 Ego-centric network analysis, focal organisation: Tourism 
Auckland (TA) 

 The study compares the impact of RWC 2011 on 
collaboration of TA’s strong and weak ties. 

 Tie strength refers to the closeness and interaction 
frequency of a relationship between two organisations 
(Levin & Cross, 2004).  



TA and its networks
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 Embedded, multiple case study with two cases and each 
network representing a case  

Tourism Auckland

Intra-regional ties Inter-regional ties

weak ties weak tiesstrong ties strong ties

AKL network                            
(case 1)

RTO network                            
(case 2)

Presenter
Presentation Notes
Final sample: 
20 AKL network organisations (13 weak, 7 strong ties)
11 RTO network organisations (6 weak, 5 strong ties)
Plus four participants from outside the networks: Chair of the Auckland Coordination Group (ACG), the Executive Officer of RTONZ and two members of the TA senior executive 




Research questions  
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RQ 1: How did the organisations in the two networks 
collaborate in the RWC 2011 context, and what role did 
collaboration play? 
 
RQ 2: How has RWC 2011 contributed towards an 
increased collaborative capacity of the two networks and 
their organisations? 



Methods  
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 Semi-structured interviews with 35 participants (both 
pre- and post-event) 

 Formal online survey (post-event) 
 Documentation review (e.g. reports, internal records, 

formal studies, agendas and minutes of meetings, bid 
documents,…) 



Findings 
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RQ 1: How did the organisations in the two networks 
collaborate in the RWC 2011 context, and what role did 
collaboration play? 
 



RQ 1 – forms & role of 
collaboration 
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Collaboration played an important role within the AKL network 
for RWC 2011, and a variety of organisations collaborated 
closely – in particular the strong ties and several weak ties 

Presenter
Presentation Notes
“I think that RWC 2011 has been the catalyst for a far greater level of collaboration across the Auckland region, and … this degree of collaboration will only help the city to function better in the future and also attract and deliver good major events in the future as well.”
“… there’s significantly more communication between all of the entities involved, and as a result of that, a lot more coordination of activities and collaboration”.




RQ 1 – forms & role of 
collaboration 
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A variety of organisations (weak ties/group 2) were unsatisfied 
with the collaboration among organisations in Auckland. They felt 
excluded, with no chance to contribute or gain from the event. 

Presenter
Presentation Notes
“Rugby World Cup for [us]? All I can say is: “Thank goodness it’s over!” On our side, we didn’t see the impact of RWC 2011. … What it did do was create so much work on my side. A lot of headaches. A lot of expectation ...; the publicity was “We’re going to be having an influx of people, we’re just going to be over-run with tourists.” That’s what happened down the waterfront, everyone went down, did the fanzones — all of that sort of thing; but we were never part of that publicity, so it wasn’t going to happen out here. However, everyone had an expectation. 

This finding confirms the results from the survey from AC: A survey of 500 businesses in December 2010 found that 83% thought RWC 2011 would have a positive impact on their business and over half of the respondents thought they were well prepared (Auckland Council, 2012b). Yet in a post-event survey only a small proportion (8.9%) of Auckland businesses indicated that RWC 2011 was beneficial. Respondents in the hospitality sector (18.2%) were more likely to report benefits than the retail sector (4.5%). While interest amongst Auckland businesses in RWC 2011 was extremely high (87.4%), less than a quarter of businesses (22.5%) felt a sense of involvement in the event (Auckland Council, 2012b). 




RQ 1 – forms & role of 
collaboration 
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Tourism 
destination 
domain 

Events 
domain 

Impact of 
RWC 2011

Weak ties, 
Group 2

Weak ties, 
Group 1

Tourism destination domain: all (tourism) 
organisations part of destination Auckland (i.e. 

TA’s destination marketing network)

Events domain: all organisations that play a 
significant role in delivering the event within the 

Auckland region 

Presenter
Presentation Notes
A deeper analysis of these six organisations reveals that they played an important role in the Auckland region: they were relevant both for the tourism destination domain and for the events domain. This means that, on one hand, they were important within the destination marketing network to organise RWC 2011, and on the other hand they also had a significant role as events deliverer. In this context, “events deliverer” refers to their key role in delivering a successful RWC 2011 in the Auckland region. Group 1 organisations include the main match venue, the local rugby union, Auckland’s regional hospitality association, and two ministries that assisted in organising parts of the “REAL New Zealand Festival” 



RQ 1 – forms & role of 
collaboration 
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While seeking a chance to become more involved in the event, 
the weak ties (Group 2) did not get many opportunities to do so 
and frustration ensued.   

Presenter
Presentation Notes
… for a lot of … businesses, it was “You can’t do this, you can’t do that, you can’t ...”; and they asked “How can we be involved?” And I said “Well, frankly, everything’s happening at the waterfront. That’s party central, you’ve got a fanzone there, you can’t do this here.” All of this and it was just like: “Well, come on, guys. Give us a chance.”

This finding, however, contrasts with previous research. Gnoth (2007) analysed business networking during the 2003 America’s Cup in Auckland concluding that “Auckland’s tourism industry [does] not have the skills nor the insights into the benefits of networking” (p. 1). He pointed to the need of actively promoting the benefits of collaboration among tourism businesses in an events context. The findings for the current case, however, demonstrate that most of the participants were aware of the benefits of collaboration for RWC 2011 and actively sought to engage in collaborative processes. While the Auckland Council and TA offered different engagement programmes for its stakeholders (such as the “Match Ready for Business” programme which provided free access to a variety of tools and initiatives for Auckland businesses to prepare themselves for the event), these initiatives appeared to be both insufficient and ineffective.



RQ 1 – forms & role of 
collaboration 
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AKL network 
 Lack of communication  
 Different objectives/lack of 

common goals  
 Overlap 
 

Most important barriers to collaboration 

RTO network 
 Lack of human resources 
 Extra workload 
 Lack of communication 
 Lack of willingness to collaborate  
 

Presenter
Presentation Notes
There is a strong need to improve communication for future mega-events, given that good communication is regarded as one of the most important elements in business transactions (Parra-López & Calero-García, 2010) and also as one of the main success factors of tourism networks (Parra-López & Calero-García, 2010; Sigala, 2004). Also, good communication is an essential condition for successful information and knowledge acquisition and transfer (Beesley & Chalip, 2011; Davila, Epstein, & Shelton, 2006). 



RQ 1 – forms & role of 
collaboration 
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An important barrier to collaboration among RTOs (RTO network) 
was “lack of willingness to collaborate”. 

Other vehicles were more important for collaboration among 
RTOs:  
 RTONZ membership/meetings,  
 IMAs,  
 Joint Venture Marketing Fund (central government) 

Presenter
Presentation Notes
“RWC 2011 was another opportunity to get out. It’s something else, new and different status, clearly; but it isn’t changing fundamentally the way we are working.” 

RTONZ: the RTOs meet approximately four times a year under the umbrella of Regional Tourism Organisation New Zealand (RTONZ) to discuss topics of interest to all. These meetings provide RTOs with the opportunity to interact and exchange ideas and experiences. Workshops are also offered to the members (RTONZ, 2011). 
International Marketing Alliancea (IMAs): Each of the nine IMAs combines neighbouring RTOs under one umbrella to facilitate offshore marketing and to increase visitor arrivals, particularly from the Northern Hemisphere. The IMAs have been established because of the large number of RTOs in NZ and because the “international market perceives New Zealand as a country and can only cope with a small number of geographic/regional offerings” (Zahra & Walter, 2007, p. 12). 
Joint Venture Marketing Fund: In 2010 the NZ government established a joint venture marketing fund which aimed to increase visitor arrivals from Australia and to facilitate collaboration and exchange between and among the RTOs (Tourism New Zealand, 2010). 

RWC 2011 was simply another chance for RTOs to share ideas and experiences. 
They only collaborated where and when needed, especially at the i-SITE level and for the REAL New Zealand Festival. 
Many RTOs found it unnecessary to collaborate further with others




RQ 1 – forms & role of 
collaboration 

16 

 Intra-regional collaboration was more important than inter-
regional collaboration. The set-up and organising structure of 
RWC 2011 played a significant role in this context.  

Presenter
Presentation Notes
“Collaboration for RWC 2011 has actually been more beneficial within [our region] than the collaboration externally [across the RTOs].” 

This finding complements results from earlier studies in the tourism field. Tourism organisations often do not value highly collaborative practices, and are characterised by short-term thinking and lack of strategic vision (Gnoth, 2007; Parra-López & Calero-García, 2010). There is a need in the inter-regional environment to promote the benefits of collaboration, i.e. “to gain competitive advantage by bringing together and sharing [the] combined knowledge, expertise, capital and other resources” of stakeholders involved (Fyall & Garrod, 2005, p. 3).
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RNZ 2011    
NZ 2011

TNZ

Region 1 Region 2

loose collaboration

strong collaboration

Regional Tourism Organisation (RTO)

Regional Coordination Body for RWC 2011

Other organisations (e.g. public transport 
operator, council, Rugby club etc.)

Presenter
Presentation Notes
This finding complements results from earlier studies in the tourism field. Tourism organisations often do not value highly collaborative practices, and are characterised by short-term thinking and lack of strategic vision (Gnoth, 2007; Parra-López & Calero-García, 2010). There is a need in the inter-regional environment to promote the benefits of collaboration, i.e. “to gain competitive advantage by bringing together and sharing [the] combined knowledge, expertise, capital and other resources” of stakeholders involved (Fyall & Garrod, 2005, p. 3).



Findings 
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RQ 2: How has RWC 2011 contributed towards an 
increased collaborative capacity of the two networks and 
their organisations? 
 



RQ 2 - collaborative capacity 
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 Clear and common goals (and shared vision);  
 A collaborative approach;  
 Regular, clear communication;  
 Honesty and openness;  
 Trust;  
 Stakeholder integration and buy-in;  
 Empathy; 
 Leadership. 

The conditions (needed to increase CC in the mega-events context) 
most frequently mentioned in both networks included:  

 

Presenter
Presentation Notes
The conditions named also emphasise the findings from earlier studies, demonstrating the importance of communication (e.g. Beesley & Chalip, 2011; Davila et al., 2006; Parra-López & Calero-García, 2010), common goals (e.g. Fyall & Garrod, 2005; Morrison, Lynch, & Johns, 2002; Spyriadis, 2002), honesty and openness (e.g. Sigala, 2004), leadership (e.g. Morrison et al., 2002), trust (e.g. Håkansson, 2006; R. M. Morgan & Hunt, 1994; Parra-López & Calero-García, 2010; Sigala, 2004), and willingness (i.e. a collaborative approach; e.g. van den Bulte & Wuyts, 2007) for a collaborative environment. Only the conditions “stakeholder integration and buy-in” and “empathy” appear to have been discussed less in the literature to date, which might reflect the specific context of this research. 



RQ 2 - collaborative capacity 
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RWC 2011 impacted positively on the CC of strong-tie and 
certain weak-tie organisations in the AKL network  

Presenter
Presentation Notes
Yes, I would absolutely say it does [help us to collaborate more effectively]. There is a common goal which hadn’t been there before. And that kind of aligns different organisations’ strategies much more. So it gives them a common purpose, a reason to talk to each other, allows to build new relationships and it will have a positive effect beyond RWC 2011 as well. 
A four-step process was carried out to determine whether RWC 2011 impacted on the collaborative capacity of the two networks and their organisations.
1. In the survey, the participants were asked whether the conditions to increase collaborative capacity (they had named earlier) were present in the Auckland region for collaboration around RWC 2011 (on a scale of 0 to 10, with 0 being “not at all” and 10 being “very present”).
2. Based on the “critical elements of collaborative capacity” by Foster-Fishman et al. (2001), six statements were developed to test organisational capacity and the impact of RWC 2011 upon it. A five-point Likert scale was used. The last of the six statements referred specifically to collaborative capacity (“My organisation is able to collaborate more effectively as a result of RWC 2011”).
3. Similarly, seven statements (also based on the “critical elements of collaborative capacity” by Foster-Fishman et al., 2001) were developed for the survey to test relational capacity and the impact of RWC 2011 upon it. Table 3 sets out the statements included in the survey to test organisational and relational capacity.
4. The definition of collaborative capacity as per Foster-Fishman et al. (2001) was read out to the interviewees and they were asked whether the event had helped them collaborate more effectively



RQ 2 - collaborative capacity 
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The Group 2 participants (AKL network) thought that RWC 
2011 was rather irrelevant to increase their collaborative 
capacity.  

However, - since the event impacted on the CC of key 
organisations in the AKL network - it can be said that it also 
positively affected the CC of the AKL network as a whole. 

Presenter
Presentation Notes
I think it gives me something else to talk to my businesses. But if it wasn’t RWC 2011 it would be something else”. 




RQ 2 - collaborative capacity 
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The RTOs found that RWC 2011 was irrelevant to increase 
their collaborative capacity.  

Presenter
Presentation Notes
“I don’t think the Rugby World Cup per se was a catalyst or was anything special to bring [the RTOs] together”
“… it hasn’t made much difference really, in the bigger picture”. 




Conclusion 
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 The set-up of an event within a host country impacts 
significantly on the collaborative processes of the 
organisations involved.  

 If future events use a similar set-up, more weak ties need to 
be integrated into the collaborative process (AKL network) 

 Collaboration among the regions also needs (RTO network) 
to be further promoted.  

 

Presenter
Presentation Notes
The structure and set-up of RWC 2011 in NZ facilitated intra-regional collaboration while at the same time impeding inter-regional collaboration. 
TA as the RTO should involve weak-tie organisations more strategically in the process of organising events in order to learn from them and understand their needs (Timur & Getz, 2008; Wang, 2008). In this context, Wäsche and Woll (2010) emphasise that DMOs need to recognise the importance of network relations. A further inclusion of weak-tie organisations would furthermore increase regional cohesion. 
Group 2 weak-tie organisations reported no impact of RWC 2011 on collaboration. For them, RWC 2011 was an irrelevant tool for increased collaboration and the event did not impact on their CC. This may weaken the level of their support for future mega-events. The region should therefore strategically plan collaboration and integrate more weak-tie organisations. Many scholars point to the need for collaboration within the destination (e.g. Bhat, 2008; Bhat & Milne, 2008; Fyall & Garrod, 2005; Fyall et al., 2006; Fyall & Leask, 2006; Fyall, Leask, & Garrod, 2001; Wang, 2008; Wang & Fesenmaier, 2007; Wang & Krakover, 2008; Wang & Xiang, 2007). Given the importance of collaboration, it is crucial for organisations as well as destination networks to increase their capacity to collaborate. In the Auckland context, this would mean spreading the event’s ancillary activities more widely, which would lead to greater satisfaction for businesses in the Auckland region.
Greater inclusion of weak-tie organisations would also ensure that their needs and objectives are better addressed, and would thus help them to benefit from an event. Involving these organisations and their needs in the future would likely underpin further backing to attract and organise future large-scale events. 



Conclusion 
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 Previous research has confirmed that an increased level of 
collaboration also increases the sharing and transfer of 
valuable information and knowledge (Inkpen, 1996)  

 Further collaboration would enhance knowledge transfer 
processes among the organisations in both networks 

 It will help NZ to gain a competitive advantage over other 
international destinations  

Presenter
Presentation Notes
Smaller organisations could learn from larger ones with better human and financial resources
New areas of knowledge and a demonstrated capacity for innovation will become increasingly important to facilitate the increasing number of strategic functions that events play (Allen et al., 2011)




Final words 
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 Mega-events provide significant opportunities to increase collaborative 
capacities, improve knowledge transfer and build a competitive 
advantage.  

 Tourism destination networks should carefully promote collaboration 
and strategically leverage the opportunities provided.  

 This study demonstrates that longer-term economic outcomes are 
available to host communities, not just through the direct expenditure 
of tourists or through destination branding.  

‘‘Mega events and the opportunities they present are 
merely the seed capital; what hosts do with that capital is 
the key to realizing sustainable longer-term legacies’’ 
(O’Brien, 2006, p. 258)  
 



THANK YOU 
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