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ABSTRACT

Studles on sports such as skateboardmg (Beal 1995)-and snowboardmg (Humphreys
1997) have suggested that the transition from emergent counterculture practice to mamstream or
" commodified sport is problematic particularly to the community of participants. The relationshlp
of sport, as cultural practice to its env1ronment is the subject of much research and discusswn
(Brohm, 1978; Gruneau & Whitson, 1993, Guttmann, 1978; Hargreaves, 1982; Heron, 1991;
Morgan, 1994). Ultimate (Frisbee): is an example of an emerging)practice with interesting and
unique characteristics that contest the p.at'ernalistic, authoritarian and market driven ideologies of .
mainstrearn team sp‘orts (Brohm, 1'97_8; Calhoun, 1937; Gruneau & Whitson, 1993). For example;
the sport is typically playe_d at all levels without re‘ferees and only occasionally with coaches.
Additionally, standardized rules, bureaucratic structures and eirtemal funding which characterize
mainstream amateur and‘ professional sport (SlaCk & Hinings, 1992) are noticeably absen_t at this
developmental stage of Ultimate. | |

Research, incornorating an institu.tional perspective (e, featuring the ap;ilication of
institutional theory or similar principles. of related work to the study of soc1olog1cal phenomena),
which examines the developmental process of a sport form from the perspectives of athletes and “
administrators is largely absent from the literature (Yiannakis ef al, 1993). The purpose of this
study was to.identify:the nressures and forms of resistance in the insti_tutionalization of a non-
traditional team sport, Ultimate and to understand the meanings and impact of these tensions on
players and adniinistrators as they relate to the future direction of the sport.

‘The research methodology was qualitative in nature land relied on a number of

ethnographic techniques: i) focus groups with competitive players from Vancouver competitive
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teams. (n=12);.ii) e-mail discussions with key decision-mal_(ers in North America (n#lO); and 1i1)
analys_is of rele\rant documents. | | |

Results of the study demonstrated that participants belies/ed the sport is at a crossroads in,
terms of i its development and ﬁlture direction The meanings and shared behefs Values and norms
of this subculture (Crosset & Beal 1997, Y1annakis etal., 1993) are powerﬁal medrators of : any
| change in direction or mainstream 1dent1ty. While growth, popularity and commerc1al market
torces are pressing the Sport for change a number of resistances including the divided attitudes of
players and the sport's image are 1mped1ng this development Analy51s of data suggested that there
-will llkely be a distinct and problematrc split and two different forms - recreational (grassroots) and
competitive (commercxahzed) will exist.

This study contributes to an understandmg of the development of sport forms from an
1nst1tutiona1 perspective (Morrow 1992, Slack 1997; Slack & Hinings, 1992) The focus on
mmmmaummm%mtwMMmMmmwmwmmpmw&mﬂ@mmhmghmmﬂwWMmMMp
of participants of this practice with powerful forces which seek to influence their sport and

community.

1ii




- TABLE OF CONTENTS
ABSTRACT
_'TABL.E OF CONTENTS
© LIST OF FIGURES
ACKNOWLEDGMENTS
CHAPTER 1 - INTRODUCTION

-Background: The Ultimate experience
‘Organization in North Amefica ‘

Pressures and resistances in-the institutional order
‘Purpose of the study - ‘
Research questions

¥ X ¥ X ¥ %

CHAPTER 2 - LITERATURE REVIEW

Institutional Theory: institutional elements and terminology .
‘Conditions of institutionalization '
Institutionalization in context ,
Individual and group interests in the institutional order

The Institutionalization of modern sports

* ¥ X % ¥

' CHAPTER 3 - RESEARCH DESIGN
* Role of thé researcher

* Site and sample selection
' Organizational support -
Site :
Sample
Vancouver players
Key decision-makers .

* Data Collection Procedures
~ Analysis of relevant documents
Focus Groups with Vancouver competitive players
E-mail discussions with key decision-makers

* Data Analysis Procedures

Locating the phenomenon: Institutionalization in a sport context -

Page '

i

v

vii

viii

11
15

21
21

22

22

26
29
32

39

47

v




Methods of Verification of data
- . Credibility
Confirmability
Transferablllty

L%

*

Lmntatlons

*.

Communjeating results

* Ethical Considerations
- CHAPTER 4 - RESULTS -

* Background of participants in the study
‘Focus group participant profile
E-mail respondents profile

~ * Document Analysis -

* The Ultlmate Community
The identity and character of the Ultlmate commumty
The representation of mainstream sport
The meanings and sxgmﬁcance of Spirit of the Game
. Sportspersonship :
Player autonomy and the amateur state of Ulttmate

* Pressures and forces of resxstance aifectmg the development of
Ultlmate in North Amerlca

Pressures on the development of Ultimate
Growth and popularity
Commercial market forces

The marketing of Ultimate

Forces of resistance to change in the North American community
Player values and norms :
‘ Ownership and control of the sport
Behavioural Norms
Lack of spectator appeal
Image
Developmental stage of sport
Administrative and organizational inadequacy
Economic condmons and status of sport delivery system

Consequences speculatlon as to the future of Ultlmate
Technical and structural elements
Cultural elements of the sport

CHAPTER 5 - DISCUSSION AND CONCLUSIONS

* The meaning and significance of the development of Ultimate

‘59

59
60

61

62

62

64

64
65

66

- 67

67

- 69

70
73
74

76

767

76
78
80

83

86
89 .

92

- 94

95
98

98
101°

104

105




*

The impact of forces affecting the directipn of Ultimate:

an institutional perspective

* %

The significance of resistances '
Conclusion: The compromised future of Ultimate

* Recommendations for future research

BIBLIOGRAPHY

Appendix A Letter to the Ultimate Players Association |
Appendix B Focus group consent letter

Appendix C  Document analysis sources

Appendix D Focus group questions

Appendix E. E-mail questions .

Appendix F - Theme index tree

Appendix G Data analysis example

107
111
116

120

126
129

131

132

133
134

135

110



List of Figures

Pagé
Figure 1.1: Organizational Structure of North American Ultimate Associations | 5
Figure 1.2: Forms and Characteristics of Ultimate S L | S 8

Figure 5.1: Competitive Strucfure of Ultimate in North America . ‘ - 114 '




Ackﬁowledgments

I Woﬁl_d like to thgnk rﬁy thesis advisor, Wendy Frisby,v and my committee members, Lesley ‘
Andreé and Lﬁc_ie Thibault, for their »guidance and contribution. |

As well, I exfend thénks tb my family vand‘friends who were Vefy supportive of my
~ research. In particular, Anianda Vogel was a good friend and inspifation to mé. ‘Without the help
of Carole Loughren, the path would not have been nearly as smooth.

Most of all, I wish to thank fhe participant;f of this s'.cudy‘ T-h,eir co‘ntribution's of time,
effort and sincerity made fc;r an enjoyably collaborative procés’s. Thei_r interés_t and honesty about
this highly valued practicé and community of participants provided insight and will hopeﬁlly
inspire future reSearch into the signiﬁc’énce of relationships betwééﬁ emergiAng'sports; their cultures -
and the ideals of dominant, m'aiﬁstream_ pfactiées in a.r.narket driQén, capitalist_ .system. Sport in
many weiyé has lost its 'wayi,'. and vit is tﬁréugh thé stu’&y of thaf which 1s different within the world

of sport that truly informs_uhderstanding as to why. .

Viii




INTRODUCTION “
The-sp'ort of Ultimate, it.‘s evolution, and thé community of participants

demonstrate interesting' and unique characteristics. Invented in 1967 by a group of high
s:chool students in New Jersey, the game has become one of the fastest growing team. -
sports in North America. Membership in the Ultlmate Players Assoc1ation has 1ncreased
from 5,900 members in 1990 t0 9,900 in 1997 (Source UP. A) The social and cultural
characteris_tics of the game are unique in the world of sport and represent a valuable forum :
_ to investigate alternative meanings of the sporting experience.‘ In addition, there is some
controversy amongst participants over the direction and organizational form that the sport -
should adopt n the future Some msrders argue for the retention of the values norms, and '
~structures that led to the evolution of the' sport 1ncludmg.no rule adjustments and not

compromismg the game at the request of corporate sponsors. Others argie that for

Ultimate to contmue to flourish, it should adopt some of the characteristics of mamstream

institutionalized team sports such as the emphases on quantifiable performance outcomes,

marketahility and commercialization (Morgan, 1994; lSag'e,. 1v990). These debates_ and.

tensions have characterized Ultimate since the late i9805 and have produced a sport ata

crossroads. -

in attempting to identify how insiders per_ceivethe forces, hoth pressures and

. forms. of resistance, that will affect the future direction of Ultimate, institutional theor_y, an
under used framework in a sporting context (Slack, 1997) was employed. Insiders were

identified as players and admmistrators of the sport It was an appropriate framework

given its sociological base (Zucker, 1983), its focus on the organizational “field” and




inclusidn of socio-cultural elements such ﬁs shared beli}e._f‘s and values (Meyér & Rowan,
: 197 7, March & Olsen, ‘.1984) which will bé signiﬁcaﬁt in déterﬁlining tﬁe course of éction
takeh_ by the Northl Americdn Ultimate community. Ad'ditionally,. elements such as
- resource generation and allocation I(I.-Iall, Siack, Smith:& Whitson, 1991; Scott, 1;995;-
Slack & Hinings, 1992), 1egitimate con%rbl and a;:tor autonomy within the accepted order
" (Beal, 1995; Oliver 1991) and cilange or diﬁ‘erentiation of rules and practices (-D_iMaggiov
& Powell, 1991; Morrow 1992; ‘Oliver, 1991) are examined and contextualized within the -
capifalist system. These three particuiér_ elements of institutionalization are in large part
v;/hat currently differentiates Ulti.mat_e_from the mainstréarri.ordgr of team sports. Virtually
| all resources are generated interﬁaily, ny participa.ntsf The ggme is cufrently Contrdlled by
the players,_ given their shared interests and valueé about sport, and standardized in formal
yet flexible rules and practicevsi This differs greatly from mainstream commerciallizebd :s_pbrt
forms such as hockey or basketball whére resources for mdst competitive teafmé (. e
college, univérsity or professional) are ﬁrovided for by outside sourées. i’layef_contro] is
not legitimate function in these evnvironm.ent‘s although at some levels players are
fépresented by a'ss'ociations which attempt to further their collective interésts as fvith the
National Hockey League Players.Association (.N‘H.L.P'.VA.) in hockey. |

The ihstitutiorial perspective or appliéétion of tenets of institutional theory to the
examinatibn of th¢ developfnent of sport forms was enhanced by related research in sport
involving the institutionalization of specific sporté (Gruneau & Whitson, 1993;

- Humphreys, 1997, Morrow, 1992; Pearson, 1979). This study addressed issues relating to

the pressures on participants of sporting practices to conform to the mainstream sport




practices, how they resist such pressures and questions of how participants perceive and

interpret influencing institutional forces.

Background: The UIti;ﬁate experienée :

Ultirﬁate 1s é non-contact, ﬂ;)Wing field _spoﬁ involving seven playérs per team |
trying to advance the disé into the opposing end zé_ne without"running bwith it. It
ihcofporates 'many elements -of traditional ‘sports‘such}as the r'tinﬁing of éoccer, the passing
and pivoting of basketball and tvhe receiving of fdofball. A study conducted at the:
_Univérsitylof Western New Mexico (Boswell,1981) reported--thatl Ultimate is the most
aerobically demanding field sport. | _

Impprtantly, it 1s governed by a ilighly respected principle .called "Spir.it of the
Game" which outlines player fesponSibility and sportspersonship issues. | Thié is significant
because the sport is played withdut fefe‘rees and, for the most pért, witﬁout coéches. The

Spirit of the Game clause is as follows:

Ultimate has traditionally relied upon a spirit of sportsmanship [sic.] which
places the responsibility for fair play on the player himself [sic.]. Highly
competitive play is encouraged, but never at the expense of the bond of
mutual respect between players, adherence to the agreed upon rules of the
game, or the basic joy of play. Protection of these vital elements serves to
eliminate adverse conduct from the Ultimate field. Such actions as taunting
of opposing players, dangerous aggression, intentional fouling, or other
“win-at-all-costs” behaviour are contrary to the spirit of the game and must

- be avoided by all players (Ultimate Players . Association, Ninth edition’
rules, 1996). ' : o '

A unique “Captain’s Clause” allows the two team captains to 'agree on any rule

- changes they wish prior to competition. While this is undoubtedly done in order to make




the acti\)ity more adap_tiv'e:to ,vzirying ¢ohditioris such as limited ti‘me-considhe'rations dueto
.bad_w.eathér, it is a clear indicat_ion ’;)f where the founders felt the contfol over the sﬁort
ought tvovbe - with the'plzi'yers. 'Unlike other team spbrts, the play.ers are the deci_s]on
makers and do not need the permission of a coach, referee, asso‘ciati_on or governing Body
to make éhanges in théir spo_rt-‘_ This autonérﬁy 1s thought to ixllﬂuence‘the qurting
experienée by émpowcrihg the athletes, thereby giving them a sense of owﬁersﬁip or -
control over the qualirty aﬁd diréction of the sport.._

Ultimate has often been labeled as “;fringe‘” or “alternative” by medié and outsiders‘
b¢céuse it has highly.visible charaéteristics inciuding th¢ use of the flying disé, unique
dress and no refereeé which distinguish it frorﬁ 'moré fecognizable téam sports (see Figure
1.1). It does néf use the traditional ball as its necessary object but rather a Frisbee which
"conjures_ images, in the minds of barticipants and .nonfpanicipants alike, of leisurely beach
acfivity or -the hippie rﬂovement of the 1960s. North Anierica in thé 1960s was.

- characterized as "an explosion that has run its éourse, a temporary outbur;t 6f utépian
idealism" (Calhoﬁﬁ, 1987)7 a tirhe with high degreés of pélitical and social instability.
Tfmes such as these tend to lend themselves to expressive cultural innovation and the

~ production of new cultural forms (Grfswold, 1994), includihg the creation of heW sport
forms. Uitimate has been linked to the “new games” or “new leisure” movemént of the
'1960s and 1970s. Kidd (1995) suggested that like triathlon and beach -volleyb,all,
“.Frisbee”vbegan as a countcrcﬁlture alternatiVe to the dominant sport forms.

Traditional paternal figureheads and powerbrokers such as cbaéhes, referees,

.athletic administrators are absent from the game of Ultimate. It is part of the accepted




ORGANIZATIONAL STRUCTURE OF NORTH AMERICAN ULTIMATE ASSOCIATIONS

uP4A S cuprA . NUA

Board of Directors: 12 members (elected) : . Board ow Directors: 5 BoBcoa Ao_ooﬁo& Director
Executive: based on function - : v Executive: based on geography - Assistant Director
Major Positions: Executive Director, Zmzmm_am Director, . ?an Positions: Wmm_o:m_aovﬂommamaém o

Director of Oo:%o::o: Director of Marketing, National Event = (6)
“Coordinator, International Director, Public.Relations Director

Key \5325,3&:% ﬁcé:ei in Q:Scm::% Q\:EQR (i Q P.A y

Open ?S\m Qoa::aam\_. . Women’s _ o ma\\smd x@cm:\:\cim: & Coed
not eclusive) o _ . | _ .
National Director . National Director National U:@QQ N National Director
Regional Coordinators Regional Coordinators -~ Regional Coordinators .
- Sectional Coordinators - Sectional Coordinators Sectional Coordinators
Key:

UPA. - G::E:m Emwma Association, >Em:om= based but permits 0»39»: teams into its oo:%o::osm
C.U.P.A. - Canadian Ultimate Players Association; Canadian based and does not allow American teams to compete
Z.C.\,r. - National Ultimate >mmoo_m:o.=q American based. no regulations on entry into competitions

Figure 1.1 Organizational Structure of North American Ultimate Associations




or(ler in the curleht age of spoﬁ to have such figures ih positiohs of puwer and the
absence of this fecoghizable way in- part creates discomforf and credibility issues amongst
outsiders ubout this unfamiliar activityl For North Ar.nericvan letim'z.lte, the adopliOn ,“of
acceptecl institutional elements in the future- would"c‘ontr‘ibute to the ‘percepti.on of the
game as legli.tinlatevand might enhance prospects of geherating highl).l sought aﬁer
resources. For example, éompetitive Ultimate in Swed.en_is part of their government sport -
delivcry system ahd has seemingly becomé institutlohalized without much uons'ide_ratiOn of
a commodified form or the experimentation of rules. This muy be a result of their social
and economic system coupled with soc_ial'anbd govérnmental ihterest in sport and
suCcessful interhatlonal compet‘itionl Nalional and select competiti\}e teams réceiue
funding ih Sweden and most have a noh playing coach. .

' InSlead of mere subordinatidn to authorlty», a high value is placed on hesponsibility,
respc;ct }andl égency Withln the Norvth. Ame_riqa_n‘_c._omvrhuni't:y.‘.Additionally, the culture of the
sport iS characterlzed by,.nc.)rms of incllvidualexpression, through means such as dress and
' thé highly social nature of the comr‘nunity‘ Toleranée of members extends tu what is
certainly “deviant” beha\liour as deﬁnéd hy broader S‘ociéty and the mass -spurt community
(Sacco 1988) Cross dressing and naked play are examples of such achon Asa result
the famlhar in Ultlmate may seem fore1gr1 to those soc1al1zed through the tradmonal
structures and conservative ideals which have come to deﬁne modern team sports
(Gruneau & Whitson, 1993‘). .

‘ Typlcally, Ultimate does nol exhibitvan ideology of ‘maximizing ex_cellenc_e or

commercialization. Kidd (1995) argues that these considerations have the effect of muting
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voices of resistance and change in mainstream.sports. Thevemph’asis on-qu‘antiﬁable. _ |
‘outcomes,creates a rational mechanism yvhereby ath‘letepand adininis_trator interests are
legitimated as furthering the pursuit of victory and,wealth.v Questioning the prize or end
reward upon which the entire mainstream sport system has evolved is unacceptable in.

what Kidd (1995) suggested is a rather homogenous dominant sport’culture.

Organiaation in North America

Orgamzationally in North America, Ultimate is supported by a non- proﬁt
.assoc1at1on the Ultimate Players Assoc1at1on (U P.A.), which is based in Colorado and its
affiliate the Canadian Ultimate Players Association (C.U.P.A.), which has no base or head
~office (Figure 1.2)'.. | |

| In the United States, there is a vast network of player volunteers acting as
.sectional and regional coordinators for the juniors, college, women, open, masters
divisions- which supports the two person stal’f in the head office of the UPA These |
| afﬁliated organizations represe_nt over 10,000 competitive players in North America.
Tneir responsibilities include finding sites:, facilities,.and tournament directors as wellas |
disseminating necessary information about the reqiiired competitions which are _part of the:
U.P.A. series of tournaments. Coordinators must ensure that all U,l’.A. revenues,lraised
by player and team fees for competitions, are collected and sent to head ofﬁce

In Canada the Canad1an Ultimate Players Association (C. UP.A)is based upon
regional representation and meets only once a year. Competitions are organized by

independent volunteer tournament directors and supporting staff with little involvement

‘from C.U.P.A. representatives.” There is no C.U.P.A. series of competitions. The




FORMS AND CHARACTERISTICS OF ULTIMATE

Characteristics: structure, team size, officiating, uniforms and other relevant elements

Recreational

Coed: typically a ratio of mo_: men to three 2030:
varies greatly

Women’ s (only): Soawm_:m_% cov:_mq

-played in community or city leagues

-approximately 12 members/team, although this varies
-self-officiated, facilitated by Captains

-no-uniforms required; range from matching T-shirts
to cross dressing

. -very loosely scheduled mmBo times

~ -highly social

-some local sponsorship

ho:%m::é

Open: men’s division, although women can ooanﬁo

Women'’s: restricted to women

Coed: new series; first championship in Go.\

*features sanctioned and unsanctioned tournaments; those with
oﬁmmz_Nm:o:m_ affiliation (i.e., UP.A., CU.P.A, N.U.A) are subject to the
influence of the respective association, n:Bm:_v\ in the form of E_w o:m:mmw .

-typically two %Q E@@_S:a tournament competitions; open and women’s
occur at the same event

-approximately 20 members/team

-self-officiated, except N.U.A. and College (as of 1998) who mBﬁ_@
varying levels of officiating -

-uniforms required at National Championships, Bsmm from matching m:_nm
to theme teams to cross dressing

-loosely scheduled game times

-very minimal sponsorship,

-typically feature mc:; of the QmBm team awards

Figure 1.2 Forms and characteristics of Ultimate




erganization does deal with ongoing rssues such as qualifying tournaments for .th_e"
Canardian National Charrlpiohships and.player 'eljgibiiity.

_The UP.A. and CUPA speciﬁeal_ly represent the spert'of Ultimate. They has/e a
relationship With‘the World Flying Dis;c Federation (W.F.D.F.). | In 1994, the WFEDF,
A which also represents other disc acﬁyities such as Frisbee g-olf and freestyle, received full
- voting membership status in the ‘Gervleral Assembly of Inte_rnationa} Sports Federe.tionst
: (,G.YA‘I.S.F.‘) as well as the Inrernarional Worlc_i:Geme.s As-_seciation (I.W.G.A.)» (Souree: |
UPA). o |

The recently formed Americen;based organizarion called the N.U.A. or Netional

Ultimate Association, consisfs of players and yolunteers unhappy with the currenr state
‘and direction of the sport and the Ul.P.A. Generally; the UP.A. and C UPA prioritizes
steady participant growth and maintenance of the status quo, in terms of established |
elements of the sport such as spirit of the game end eXisting rules, as its objectives. T}re |
N.UA'’s man.date 1s toA promote enri market the sport based oﬁ the highest and most.
competmve level of play. NU.A. supporters must be U.P.A members as the U. S
Champlonshlp is a U.P.A. series event and membershlp is a requisite for part1c1pat10n in
this series. The N.U.A. has as .of yet no formal membershrp and orgam_zes only a few -
competitions per season with N.U.A. rules in eﬁect, includi"ng. referees and different field
‘ .dimensions. The organization’s resistance to the p»ast' and current direction of rhe UPA |
and the state of the sr)ort in general, stems from a dissatisfaetion with the method-of - -
operatlon of the UP.A. which is based on serving its larger membership, only a small

percentage of which compete at the elite level. The N.U.A’s actions represent a form of
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defiance which .tyf)ical_l)./ involves ignoriung'explicit norms and valﬁeé and contésting rules

and reqﬁiréments within an ofganization (Oliyer, 199i). Thé uSé of referees a]oné creates

-an essentially different experience'of playing U.lt.imate‘ One coﬁsequence of this cha'ngelis. |
levés. regpect for exist_ing rulles as an arbitrator is now embo;wered as the'determin.iﬁg official
of sponspersbnship : ’.[hve N.U.A. supports fund‘améntal ‘nvlle' changes,i 'corporaté
sponsorship of any kind and virtually any other méaﬁs as a way to gain additional

. resources and exposﬁre for the sport. This shift in values, an élignment with fnéinstreafn '
team sport values énd practiéés, is a logical develobment ’when considéring tﬁe many
interests of this pértici.p‘ant gr(;up, paﬁi"cularly. givenAt‘he-imp'ortancve of resource acquisition
in emerging cultural practices. (Friedland &. Alfofd, ]98‘7).' What appears to be mbtivating
fhis group ‘is" the perceived rewards of members of conforming to the practices of

- professional team Sports.

From an institutional theory pe_:rspéctive, the issues of power and cpntfolaré
significant in terms‘of understanding the considerations regarding the sport’s future
direction from within theﬁltimate community; that is all participants of the organized
sport in North America. It can Be argugd that the founding philosophy-of the,sbprt’s
pio'neers embraced player control as a necessary .ingre,dient for thé maintenance of the

‘meanings and structures /_o'f the sport (U.P.A. Ninth edition rules, 1996). The modern
sport forms evolved in what Guttrﬁann (1978) deséribed asa graldlu-alr transformation.from

- informal, unstructured play like aptivities' to more rationalized zlictivvities, featuriﬁg'

increésed.bureaucrat'ic regulation and orientatién td record setting and quantitative

assessments of the meaning of the sporting experience. This has'contributéd_to the
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erosion of participant and peer control in favour of commercial interests. Hockey, for |
instance, has been oriented toward commercial spectacle'since the late 19th centlury. as an
intended use for bourgeois entrepreneurs and worl(ing class fans (Gruneau & Whitson,
.. 1993; Harvey & Cantelon, lQSé;-Kidd &.Mcfarlan_e,_ l9-72')., |

That modern sport teams are now heayily controlled by multiple parties - owners,
sponsors, media - is difficult to contest (Morgan, 1994). Mainstream professional sport 1s
Characteriaed by: ownership poyver struggles and teams abandoning their communities, as
with Quebec and Wmmpeg of the N.H.L ; - ticket and merchandise prices now virtually
restricting attendance and sales to the middle class or more afﬂuent populatlons and
supporters demanding quantifiable succéss and wins or the unemployment of leadership;'
As 1s‘commonly referred to in the 1ndustry, sport 18 busmess With respect to hockey for
| example Kidd and Macfarlane (1972) recognized trends in the sport and suggested that
community hockey, built on love of the particular game, love of the sport generally and .
community loyalty lie closer to the true meaning of the game (Gruneau & Whitson, 1993).
Where Ultimate has differed from other _team sport forms is in its preservation of certain
residuals of amateurism, such as participant control, and the as or yet unfostered
relationship of extrinsic reWards to success in sport competitions. These rewards, such as
sponsorship, compe_nsation and fame in the public eye, act as powerful inﬂuences and

contribute to a different structure and quality to the game (Morgan, 1994).

Locating the phenomenon: Institutionalization in a sport context

* As sport becomes more synonymous with commerce, and new sport forms enter

11




into the cortte_mporary ob:peratio‘nal or businesvs entztronmént, there is a need within the
' ﬁe]d_s of sport"sAociology and Sport manager’r‘lent ._t'.o" advance theo_ry which informs
understandihg of the institutiorialiiattoﬁ ctf sportforms; Framing the development of
Ultimate as potevntially"institutional", demonstrating change towards the adherence to
characteristiés and values of the dominant, légittmaté_d sport practices; pernﬁté
consideration of thé_forces impacting the spoﬁ as an ‘organization’ (Jepperson, 1987).
This perspectiv¢ allows fpr a broad lens throt;ghAwhiclh the fort:es impacting upon the

v direction of th¢ sport can bg interpreted as informed by individuals direétly éﬁected in this
.~ case. |

To date, no reseatch has beett uncovered on the‘signiﬁcangé of Ultimate as an

emergent practiée outside of the mainstream .Sport'v.vor‘ld‘ While re'l.ated‘studies have been
conducted with régards to, spott subc‘:p]tures Such_’aé the wofk of Pearson '(1.979) on
su.rﬁng and.sxttflife-savirig, Ct_um (1988) on korfball, Donnelly and Young’s‘(1988) more
-general study of éport subcultu'reé, Grahskog’s ('-1 992) research von triathletes, Hﬁmphre&s :
(19975 study of snowboarding and Beal on skateboarding (1 995), there has been little
research into non-traditional team sport forms. Of particular interest was thé opportunity -
to study this phenomenc‘)ﬁ at this time and plaée given th.e Sport’s pt)pularity. Additionalty,
the highly rationali/zed commercialization of sport and cotnntodiﬁcatibn ‘of athletes have
never been gteatér. A sport such as Ultimate, one Which haé embraged diﬂ“eretxt t/atlues
and deveiopéd to}utsi.de of the domiright structures and tfaditidns, stands as a vital example
of an efnergent practipe with pbtentially different meanings yof participation in sport..v It

may provide a different kind of sporting experi-ence, embracing a different cultural system,
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the significance of which hés yet to 'be_ researchea and theorized. " -

While thél idgntiﬁc_ation of fhe pressures and form's. of reSi»stan‘ce involved in the
' develépm'ent énd evolving directiéh of the sport is oh¢ object'ive of the étudy,‘ another is‘fQ
égamine how these fdrées éré intérpreted' by participants aé inﬂuencingfhe ﬁﬁure dir_ec;tioh

of the sport. As Morrow (1992, p.250) concludéd fol.lowi‘rllg his histofi_cal study of |

| evolution and institutionalizat_idn of lacroése “‘more eXtensiye studies should incorporate |
social and cultural changes into_institu_tional pch.es‘ses”‘, “The goals of this study were
achieved by inveétigatiné thé compefing pérspecﬁves and understahdings of members
within the corﬁmunity, giving voice to their experiences and méanings. Tflis was critical_
because as player volﬁﬁteers, they form the leadership of the sport’s brganizations and
‘have the power to control the direction of thé .sp'ort'.- Thus, théy 'must coﬁsider the -
éonsequ’ences of changes in direction.- This cqntrol is part of the strategic cﬁoice of actors
opera‘tir_lglin insti»tutionalbeﬁvi;onments (Kikulis, Sllack &AHinings', 1992). Itis probable |
that the quality_of the Sport, the nafure of the experience and the hiighly valuéd - by
participants - symbolic and cultural nature of this géme will be influenced by the outcomes
or resolution of these current teﬁsions. 'Conformihg‘to the dominant order of sport is a
sighi'ﬁcant_ shift in diréctién given the histb‘ry of the sport and ‘wo.uld represent an
alignment with méinstréani sport ’cultures, their stn'icture's énd practices. . =

The popularity of ‘th__e sﬁort combined with resource énd facility issués, mainly
L'JnSubsidizéd costs of participation for corﬁpetitivg players, limited access to fields, and a
.genera] pull: by the marketp]ace towards its ideological and bperational vortex, are luring

the sport toward the mainstream and away from its distinctly grass-roots origins. These
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‘pressures are part of the process of 1nst1tutionallzatlon of sport forms (Pearson 1979) and
represent a critical juncture in the developmental eycle of any cultural practice

Institutionalizanon in the sociological tradition refers to a phenomenolog1cal .
process -by which certain social relationships and actions corne to be tahen for granted, a _‘

- state of affairs in whic_h _shared eognitions deﬁne what actions are possible and what has
meaning (Zucker, 1983). DiMaggio (1988), focusing onthe organizational level of
analysis, emphasized that institutionalization 1s a processthat 1s profoundly.politic'al and
reﬂects the relative poWer of organizational.inter'ests and the actors who niobilize around' }
" them. Scott (1987), in atte'mptin'g to deconstruct the political dimensions of the process,
emphasized that institutionalization isa means.of instilling value-which in ‘so doing,
promotes stability and persistence of the struc‘ture_oyer time. Jepperson (1987) sirnply
viewed it as a part1cular set of social reprodnctlve forces which attain a 'certam state or’
property ka social pattern that reveals a particular reproduction process. It should be
noted that only those authors whose worl\ was particularly relevant to this study are c1ted
and that others contributed to the theoretical framework of this study.

When adaptedv toa sporting context, institutionalization refers to the process by
which a way of engagmg in and Valuing sport becomes the way of engagmg in and valuing
sport and includes the formalization of the. boundaries of sport and the codiﬁcation of 1 1ts
rules (Ingham & Loy, 1973; Morgan 1994) The purpose is to sanction the dominant or

_'accepted moment of sport as its proper, umversal one and to discredit alternative moments
as illicit ones. ‘This will be the deﬁnition employed for the purposes of this study.

Guttmann (1978) considered institutionallization a process whereby one particular set of
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patterns and rvules‘o‘f conduct has gra_dﬁally émerged ;o defmé and. regulaté our
contémpofary sense of what Spbn is and how it shQuId be legitirﬁately played.

Institutiohs, the product of the process, are deﬁned by Gruneau (1983) as distinctive
patterné of sociél interaction whose structural features rep;esent recog_nized,- esfabli'shed
énd legitiméted wéys of pursuing some activity théreby enéuring that specific codified
ruleslbecomel widely acéeptéd so that particularistic apprqaches to the activity can be
incOrp'orated into a more univérsalistic pattern, a dominant way. Grﬁneau’s (1983)
~inclusion of recognition, establishment and legitimization as importaﬁt critérié for the _ o

" institutional order are additional contributions.to the understanding of institutionalization.

Pressure; qml resistances in the fnstitutional order

for the pﬁrposes of this study, institutional theory providés an appropriate
concef)tﬁal framework for v..mder.standing the evolution of Ultimate and the teﬁsions which
‘exist within the sport because of its.sociol'ogicél foundation, sensitivity to the cOmplex
environment in which organizations exist and operate and inco‘rporafibn of organizational
éulturé‘ as a valued analytical elemént. -Muéh of the research which has b‘eejn'done in
institutional théory has investigated pressureé to conform to accépted, legitimate pfactices
and fofcés of resistance in thé institutiona_liéation process }(DiMaggio’; 19é8; Olivef, 1991,
Scott, 1995; Slack & H'iningl's, 1992). Modern team sports and} their organizational
structures are phenomena with research parallels to traditional or_gavnizational démains,

principally the underlying interest in the relationships of structures to their environments

and the roles and meanings of actors in these settings. Institutional theory is sensitive to




larger, macro issnes and forces in the environment which impact upon organizatione or
grou.‘ps.. The more recent work in the fteld, terme‘d neo-institutional theory, employs a
more co‘gnitive approach by exanqintng the impact and signiﬁ'cance of‘the individual in the
process. Issues of 1nd1v1dual autonomy (DxMagglo & Powell 19915 values and norms in '
mstltntlonal settings (Scott, 1995) and competmg interests (Ollver 1991 Scott 1995) are
themes in this sub- dlsC1phne and are 1mportant con51deratrons in the 1dent1ﬁcatlon and
understanding of pressures and forms of resistance in the process of institutionahzatron. It
is the recognition of both macro and micro perspectives (Heron, -1991; Scott, 1995) which
makes the work in institutional theory ideally suited to the study -of forces affecting the
development of an organized cultural practice and the .meaning it has to participants:

Given 1nst1tut10nal theory’s focus on the pressures ‘and constraints of the
institutional environment, forrns of resistance to change (Ohver 1991) and explanatlons of
.conforrning tendencies in the context of taken—for-granted norms and beliefs (DiMaggio,
1988, Scott 1995), there is great potential to enhance understandmg of the
1nst1tut10nallzatlon of sport via this approach Addmonally, an institutional perspectlve
may suggest explanations of conformity when beliefs and practices are so externall)r
validated and accepted as to be invisible to the influenced actors (DiMaggio, 1988). A
. coach’s animated or irrational behaviour consistent with his or her role in the dorninant
order is an example of‘behaviour typification resnlting in potentially diminished player
agency withjn an institutional enyironment (Morrow, 1992).

While some authors contend that the Values present in sport are a reflection of

values of society (Blanchard & Cheska, 1985; Hyland 1990), counterculture ideals .also
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drive ceftain Vspc,)rting practices such as skateboarding (Beal, 1995). . The foundation of the

dominant valﬁ_es in sport is linked to th‘e Cépita_lisé system (Beal, 1995, Her‘on, 1991; -
Morgan, 1994; Sage, 1990) which greatly determihes our roles and.rélationships in_
contemporary societ.y'. The values which have drix)en the emergence of Ul.timat'er,

'é;nbodied.in the cooperative siet "cbnipetiti\}e nature of the sport; do nof seem coﬁs’istent
with the rﬁainstfeam sport o_rder,arid have and may continue to iﬁﬂu’ence the orgéniéa’tional
structures of tﬁe sp0r£. Bﬁféaucracy, with its rigid ‘order and cléaf delineétion of power,

-is an example of a syétemic tool which reinforCéS capitalist values of efficiency and-
rationality (Hall, Slack, Smith & Whitson, 1991) and determines actor roles withiﬁ it-s
framework. fhis structure, a symbol of Spe_ciﬁc organizational values (Morgan, 1986),
has not yet éharaéterized the Crgénizational forms present in Ultimate. The ‘preval}ence of
bureaucracies in Canadian sport organizations, part of thé legitimated system of
mainstream sport, has been documented (Siaék, 1985: ‘Sl'ack & Hinings, 1992).

Gruneau and Whitsoﬁ (1993) sﬁggested that there is a tendency to concérﬁrate less-
on the distinctive contfibution of capitalist social relétions and processes whiéh contribute
significantly to the eXplanation of sport aﬁd the‘ cultures of the rﬁodern sport forms.
Recognition of the greater sqéial system and its forces is a reqﬁisite for the study of an

‘ émergent “counteréul.tur'e”. social practice such as Ultimate. H:eron (1991) ar’gugd that as

a culture becomes institutionalized in this enVironment, it acquires‘rafional and technical

values apd ios_es-expressive and creative values. Heron’s poéitioﬁ isv 'suppOftive of

Goldman and Wilson (1 .9-77) WBo suggested that rational inétitutionalism isa ’dominating

feature of capitalist societies and that non-rational expressive recreational activities and
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existential leisure rlre marginalized both within and‘ outside of inbstitutio,nal orderé.
The mérket, understood;a.s bthe collective of commerci-al ;.)laces,'. ié a powerful and
: inﬂuonﬁal force in institotiona] environm_enrs. | It sérves asa relatiQely permeable, yet
stable, allocative meoharﬁsm‘ and an rrrstitutiorialiy specific cultural system for gen’era'ring
arrd measuring value (Friedland & Alford, 1987.)'. The N.U A. representotives and
supporters seem to yiew commercial forces and other strong inﬂoehces és .necossary‘
parthors in thé develooment of Ultimate, and do not regard its qualities or ootential impact
as detrimental to the organization and development of cultural practices. The work of
Friedrand and Alford (1987) will be of i'mp_o'rta.nceA for this study as much of their interest
| is in the ideological foundation and insritutio'nal charactor of phenomena outside of the -
| typical organizational domain in‘cludrng religion, go‘vernme_nt' and oapitalism. |
Additiorrally, in order forlpractices of any kind to become institutionalized, they
4rr'1ust be 'sust‘ained through some form .of legitimacy (Morrow, 1992) arld progress to. -
acquire a-normative character. Legitimizarion serves to bring compliance to the |
instit'utiona.lv order and further perpvetuavtes the roles of 'aictors‘in‘ institutional environments
(Hurnphreys, 1997). -This. is an issue for the devolopment of any countorc_ultur_e sport such
as Ultimate.

- In modern nation stares, much insti_t‘utionalizatiori is carried by culto‘ral rules
(Jepperson, 1987, Heron ,1991) which exist as controls ond function as means of
mamtarmng ordor in soc1ety Swidler (1 986) noted that the presence of corxﬂrctlng rules
within a cultural system should lead us to expect skilled users of culturo not pasolve |

cultural “dopes”. The tensions which exist currently within the Ultimate community are
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exarnplés of contested interests _and ptoduoe rich debotes and discussions in tne sport’s
_‘publications, on the Internet and in informal setti_ngs tnroughOut North Amorioﬁt;. Culturatl
rules exist in domtnant and non-dominant groups but by definition of the ouolitios of the-
respective groups must be different. “Hlegitimate” and dov1ant elements such asorgamzed
crime and polmcal corruption demonstrate 1nst1tutlonal characterlstlcs vpamcularly with
respect to an accepted code of behaviour (Jepperson?_ 1987). Their institutionalized o
. practices are unacceptaole outside of theirvrespeotive societies or cultunes. This in part |
.'deﬁnés a subculture which can be undetstood as a group with a different cultural system |
(e.g., Avalués,.norrns, synsools) than that of the dominant order in which the gtoup Vexists :
(Beal, 1995; Crosset & Beul, 199."‘/'); The strength of “rules’; within a culturek or subculture
will be importz‘mtfor this study as the fabric of Ultimate oulture seems to hetve innerentv
conflicts with that of mainstream sport cultu_res.. Tho degroe to which thve comtnunity will
seek to mimto the d.om.in'an_t order is in part a function of thel current strength or
homogeneity of the sport’s culture.

For research pur‘poses, a combination of variance and proc'ess orie'nt.ed approaches
to understanding active institutional forces wi_lllbe entployed (Oltver, 1991; Scott 199;5).
Scott (1995) noted that the varianco approaoh, which is essentially the identification of
pressures 1nvolved in the process, is suitable for the examination and 1dent1ﬁcatlon .of
which factors best account for the instititutional characterlstlcs or behav1ours The -
process gipproach,vwhioh attempts to determine the way in which theffactors, such as

timing and the power of actors, come together to produce the observed results (Scott,

1995), will offer a perspective which will assist in analyzing participants interpretations of




1nst1tutional pressures and forms of resistance. It draws attention to the relationships and
complexrties of these factors of 1nﬂuence and enhances understanding of the meanings and )
o interpretations of the actors involved, which in this _case refers to the Ultimate community._
An inQdepth study of the pressures‘and resistances in determining the direction and »
- the impaet of change of an'alternative sport form such as this, one that has thrived outside
of the traditional sport system, vyithout signiﬁcant funding, formalized bUreaucratic.
organization or typical mainstream sport characteristics, contributes toithe understanding
of the sport of Ultimate and offers additional insight 1nto the value systems and -
orgamzation of sport generally and the srgmficance of directional change of this sportmg
activity‘ Additionally, the current climate in Canada 1s one which sees scarce resources
' ‘available to sport and as sueh‘ there is value in studying a sport form which has 'emerg_ed
and prospered in an non-dependent environment all along. The socio-economic and
cultural forees impacting upon emerging sporting practices 1n contemporary soeiety'were :
identiﬁed and interpreted by a sample of individuals with rich experiences. It is possible
that the popularity of the sport, its symbolic meaning not excluded, represents a rejeetion
by part1c1pants on some level, of the modern institution of mainstream sport Ultimate
may also represent the most recent and dramatic example of a team sport whieh must deal
with issues such as growth and development in what 1s a fully matured; commercialized

sporting world. This industi’y is subjugated to the marketplace (Ingham & Hardy, 1984)

and inextricably linked to the dominant economic and ideological tenets of capitalism.




Pdfpose
The purpoée of this study wasvto identify the pressures and forms of resistance in °
the insfitutioﬁalization of ‘a non-traditiénal team sport, Ultimate and to undersfand the
meaﬁ_ings and inip‘act of these tensions on players aﬁd adﬁlinistrato}s as they félate to the
future difection of the sport. -
The study was guided By the folloWing research ques‘;ionsvz
1 Whatv meanings do insiders ascribé to fhe origins and 'evol.ution of the spoﬁ of
Ultimate? |
2. What are thg pressures-or forces on Ultimat.e to become in'stitutio.naliz'ed like
mainstream team sport.s? :
3. What forms of resisténce to these pressures or forcés are demonstréted? N

4. How do participants interpret pressures and forms of resistance as influencing the

future direction of the sport?




LiTERATURE REVIEW

_Institutional Théory: institutional eleﬁzen?s and termihology

. Institutional theory, a sub discipline within organizatioh_ theory, is grounded in the
study of the reproductive téndencies and conformify of organizations and their actérs :
(DiMaggio, 1988 Jepperson 1987, Qliver, 1991; Scott, 1995). What(the research .in.this
field suggests is that there are‘powerful forces which ‘difect the operation and success éf
' organizations in society_, speciﬁcally iri‘ a capitalist 'systemA (Friedlénd & Alford, 1987

.Oliver,' 1991; Sc.ott, 1987; Slack & Hinings, 1992). »I_ns;titutional theory aided in the

' identiﬁcation_an(i ex‘ﬁ]anation of the pressures and forms of fesistarices, that afe inﬂuencing
the future of 'Ultif_nate‘ Participant ibnterpre't’altions»of these institutional elements and their
subsequent écfions will be considered as t.hebliterz‘ltur‘e ’r‘ecognizes thevr.ole .of individuals
and the sign.iﬁcancel of organizational cﬁlture in explaining and shaping the degree of -
conformity to institu.ti_(Snal pfessu_rés, '

| Institutioﬁa] tlheo.ry owes much of its foundation to éocioiogy as there is an
emphasis on social chqices, s‘ocial'order,»énd the roles of actors and'proCesSe§ in society-
' (Friedland:& Alford, 1987, Zucker, 1983). ‘ It,sﬁpports the notion that ali human
behaviour is soci_aily constructed (Berger & Luckman; 1967, Geertz, 1973; Morrow,
1992, _SaCcd, 1988). While the term iﬁstitution, the brodﬁct of institufionalization,v has
been interpretea differently. within the litérature (DiMaggio & Powell, 1991), a numbe.r of .
~ common therrvles. and defining clllaracteristi.cs are appafent.

A Strong emphasis is placed on the perpetuation of established practices
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(Jepperson, i987; Morrow, 1992), stabilit)i and permanency (Oliv'er, 1991) as defming.
elements of institutionalization - This characterizationrefers to the endnring quality and |
power of the institntiona] process, whether i.t be iri determining organiaational forms and
' norms or mstilling value in actors (Scott 1987) Selznick (1957) suggested that the act of
1nst1tutionahzation 1s essentially the act of 1nfusmg value.  The'value which 18 typically
sought or constructed is that which is consistent with the-dominant, accep,ted way or
~ order. The desired product of this .process of value infusion is adherencé and conformity
to this established institutional way, not necessarily. in merely a psychological ‘»wiay @ e.v, to
simpliyinﬁise with certain valiue 1s not suﬁicient), but to have the behaviour change in such
a way'that it meets the institutionai requirements. Consider the coach who drills his team
each i)'ractice in order for them to understand the concept of discipline, an .institutionalize‘d' a
tenet of mainstream sport, and to behave ac'cor_dingl’y, with it as an accepted value in their
minds. This process of conformity reqnires signiﬁcant time, resource_s.and commitment,
each ot" which determines the institutional character of an organization and can be
iegitimateiy exercised Aby linking this character withsuCcess, which in highly. uncertain
venvironmen’ts is survival and stability (Oliver, 1991). |

' According to tenets of institutional theo,ry, organizations in similar domains or
organizational fields (e.g. banks, sport franchises) demonstrate remarkably similar
characteristics wit-h respect to structure, policies, strategy, practices and other featnres
‘(Ohver 1991; Scott 1995). This is partly due to their location within a grander highly

interdependent and 1nﬂuential capitalist system (Friedland & Alford, 1987) Inherent

tendencies produc'ed by “free” market forces,’ such as competition and survival in the face




~ of complexity and survivai, bggin to expiain the ;;uéh for this form of reproducti..ve
phen‘or'nenon. Survi?al and pre’dictabﬁity are, accofding to DiMaggio (1988), céntral in
: institutioﬁal argumépts because they érq highly valued brinciples n t‘heira'tional.'
organiz;itional world. aqd serve 'iridividual éctor’s ﬁgéds for both ﬁnancial and. emOtioﬁal -
security.
With c‘o‘-nsideration pf the broader societal férces and observable.institutional

order, Scott (1995) proposed a cla'ssiﬁéation system of ‘re.searcl:h based on»fhree .
instifutional approaches: cognitive, nofmative and régulative.

| C_ognitive theory emphasizes the fole played by unConsciou's,‘taken-fdr-grantéd
, gssumptions defining so_qial reality and draws attention to the roles of language and égeﬁcy
n institutionalizétion (Scott, 1995). With this pillar, social knowledge, oncé
in‘stitutionalvi'zed‘ exists as fact, part of obje_ctivé reality that can be transmittéd to
individuals within the brgérﬁzation (Zucker, 1977). Atténtion is given to the
- understandings and conceptual beliefs shared by those in the sifuati’oﬁ aﬁd fhe mgénihgs .
- which are deri\}ed within- the institutional order.

Nomllativ}e theory has concentrated on the sfudy of standards Which \existv‘in

organizational environments,. at societal and international levels and _emphasizgs the
| stability as well as the bene»fl‘cial effects of legitimizétion on persistencé of institut.ioinali
~elements (Scott, 1995). Norms which are accept.ed aﬁd understoé‘;i as Ipa‘rt vof thé .
bsuccesslful 'operati.'on of the organizatién will like_ly not be. chéllenged and continue to
pérpetuate ex.isting institutional practices. Valuesb'and bghavioural_norms are significant

for this level of analysis, and may be particularly relevant in addressing the tensions.
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captured in the debates within the Ultimate community, as each irifOrms understandingnof
‘institutional phenomena.

The_ regulative approach examines origins and functions of‘macrofscale'rules
in'cluding' nati'onal; transnational 'and enforcement nqechanisms which are developed to
_ regulate economic behaviour of firms and individuals (Scott, 1995). Controls, an
important consideration in regulative theory, are exercised by the evaluative e)tpectations
of others. There is recognition of multiple and competing rules which exist in an
‘ vorganizat1onal field and of the role of individuals as 1nterpreters of which rules apply ma-
given situation (Scott 1995). The issue of control is significant to this study as changes to
rules and accepted practices’ could fundamentally affect the experience of playing and
orgamzmg the sport. |

Smce the semmal work of D1Magg1o and Powell (1983), who concentrated on the
forrnal structures and the institutional character in organizations, the ﬁeld has evolved and
: addressed economic and political themes in institutional settmgs mcludmg change conﬂict
and compet1t1on (DiMaggio & Powell, 1991, Frledland & A]ford 1987 Oliver 1991)
Additionally, the effects and impact of this phenomenon have been 1nvest1gated in terms of
social and cultural 51gmﬁcance (Jepperson 1987; Scott & Meyer, 1994) As such
institutionalization is identified as a signiﬁcantly powerful process 1nﬂuencing the
developmentIOf organizations over time. |

As a result of chaotic operational environments for most rnodern'organiz’atio'ns,' :

there is an augmented need for stability, a quest for certainty in the face of complexity and

fear (Scott,'l987). Individuals and organizations attempt to deal with uncertainty by




developing and rituairzing Orgenizationel routines (DiMaggio‘, 1_988), and by imitating the
way of others (Meyer &Rowan, 1977, Scott, 1995); rhus erearing what appears to 'bea »
rath.er homogeneous phenomenon. Wnen dez_iling 'v\rith“the dynamic enVironment in which’
the‘yv operate, some 'organizations" and their actors seek: control and order in t.heir a_etivities.'
' A's-F_riedlend and Alford (1987, p.251) expiained “.institutions ser the limits on the very

nature of rationality and by implication, of individuality.”

Conditions of irrstitutr'ondlization
Legitimacy rnary be both a reward or condition of inst_itutionnlizartion often wrth the

‘ purpose of demonst‘rating social worthiness and mobilizing resources. such as increased

ﬁ;ndin'g or additronal clients (Oliver, 1991). Legitimiiation aﬁects perceptions wit-h.in the |

| in‘stitu'tional order by ascribing validi(y to objectivated meanings and as such justifies the
-instit'utional order by giving a perceived normative dignity to itsb practieal imperatives'

' (Berger & Luckman 1967) In th1s way, legmmrzatlon substantiates the social order and
enables actors to function within a recogmzable and plau31ble env1ronment (Scott, ]987)
Imponantly,. whose values d'eﬂne legitimacy is a matter of social power (Berger &
Luekrnan, 1967). chhools, for example, receive legitirnacy in a society to the extent that

their goals are congruent with wider cultural values such as socrallzatlon and educatron
(Scott 1995) It is possible that this legmmacy 18 greatly determmed by the 1deology and
practice which forms the marriage of the school's function (e.g., not merely serving its role
in terms of socialization dnd education:but rather the mannerﬁ in'which‘t.his oceurs with

deliberate and heavily influenced processes and predetermined inforr_nation and material).
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A spért may gain légitimacy by eépousiﬁg_ to.or‘demonstrating évalué systerﬁ cénsistent .
with 'th‘aAt'whi‘éh is.ascribéd by those dovminAant'i.n .the Qrganizatidn_al field. i
Resource acquisition including financing, materials, and other assets 1s another
important coﬁsideratior_l in the process-of institutionalization, and oﬁen provides the‘n.jost_ » V
powerful source of métivation for action conéistent with the domin‘ant order (Scbtt,
1995). Insti‘tutio.nalization has even been suggested as a prerequi‘sitevfor gefting more
. resources (Hall,. Slack, Smith & WhitsQn, 1991). As areward fbr conformity, it may l¢ad
'to additional funding and resource acquisiﬁon. Resource dependency théory; a ﬁeldi
'closely related to institutional the}ory‘, focuses on a rahge of actions possible for the
rhaniplilation of external dependencies or the exertion of influence over 'allocatién or |
source of critical resources (Oliyer, 1991). It assumes that organizations have strategic
autonomy to negotiate the uncertain resources available in theif environments, in‘the
intgr_est's of organizational survival and power (Friedlénd & Alford, 1987). While this
ch.aracterization. may be accurate in some inst;ances, it seems rather deterministic and
~ oblivious to some of the realities in thev(.iperatic.)nal environment such as financial |
constraints and the business climate in re'cessionafy times. Other lirﬁitations of résourcc
_ d'¢pendency theory are that it isolates organiiations from fheir institutional or societal
contexts, assumes a high degree of choice and awarene.sslof paths of action and does not
. acéouﬁt for the cgmpleﬁity of the decision-making interdepende}n‘ciesi Political -
‘dimeﬁsio‘ns, for example.,.cannot’be excluded ffoni any sound analysis of _éuch a desired
: corﬁmodity as re_soufces’ which are higﬁly contested but necessary for the organization to |

pursue its objectives and fulfill its legitimizéd existence.
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~Slack and Hinings (1992), in their work on ¢nvironm§ntal preésures and

orgnnizational relationships found tliat when conforming to institutinnal environments, an
“or.ganizait'ion and its individuals demOnStraté thai they zire acting in a collectively valued

. pVUr_poise,_ in'an accepted manner. In the czis"e of Canadiian amateur sport org‘anizations,'this
hés resulted- n poéitive or favourable 'évaluations by the funding agency. As ﬁmding 1S
lied to adherence and conformit)i of governmeni demands, the result has been a continued,
although somewhat recluced, flow of necessary resources. ‘What_remains unanswered 1S
the effect of this.adherence on the funclioning and adminigtration of thé given amateur ‘
sport organizatidn and thg resulting perceptions and attitudes of individuals'within and
outside of tlie organization asa ‘reéult of conforming'action. Fprms of resistance to
organizational pressures to gonform are not alluded to in the work of Slack and Hinings

o (19912), possibly becalise lhey did not emerge as themes as a result of their disruptive anil

highly political nature. |

| - The adherence of Canadian amateur snort organizations to the institutional

| piessures ei(hibited by powerful funding organiz_ations Which determine their (iperational
survival is ain example of thé dependency which can exist in an institutional order (Slac_l< &
Hininés, 1992). Competitilon and the ungertainty 'surrdunding the ayailability of resdurces

__aie two fo’rceé which necessitate the employment of measures de.signed to counteract or
be utilized in the pursuit of organizational and individual objectives (Slack, 199‘7). If
resources aré allocated based on the degree tn which organizzitions demnnstfate

conformity to superordinate organizational desiresz then action is determined by the

weighing of consequences between fulfilling individual and organizational objectives and




adhering to institutional pressures. It is the reality of the existence of, and adherence to
" such measures, which precipitate the inclusion of given measures into institutional

domains. .

Institutionalization in context -

| Tﬁg importance of situating'both institutio'nsg‘and the p}r(.)cess of inst.itutiohaliz_ati'on , '
in timé and place has been given attention in the literature: -The'i?nportancé of history,
both generally (i.e., the e\'/olution‘ and Qharécter of modern i_n'st?ruti'ons), as well és '
sf)eciﬁcally (i.e., the sfory of each gaée), are recurring themes in the works Vof Vt.h'eo.rists
includingASevlznick (1957) and Scott (1987). .The conteﬁtion:is that individual chéjces ahd' .
'preferenc.es in an organizational confe*t' cannot be prope_rly un‘ders.tood outside of the |
cultural and histc;rical frameworks in which they are embéddéd (_DiMéggio & Powgll,
- 1991). DiMaggio and Powell (1991, p 11) su.ggvested. that, iﬁ sbé.ie;[y,'institutiq»r}s "do not
| just constrain optionvs: they establish the very criteria by which people discoﬁ;r theiAr A
’preférerices. "

An importaﬁt practical convsideration for research is that'different institutidnal’
‘s‘pheres are assoéiated with different b‘velief éystems (Scott, 1995) and'additionally diﬁ”éreﬁt
assumptions, va]uesf and norms. Selznick’s (195 7) notion of institutionalization concerﬁed
| with the instilling of value is a critical force in trying to understand the role of institutions
and in attemp»ti'ng to éx’plain their signviﬁc.:ance. in the modern wori_d_. Fr.i.edlanc.i and Al_fofd
(1987) argued that‘institutions .ﬁave inherent wi;[hin them a central logic, which is m part a

value structure, which acts as the foundation for the ins‘tituti.on. They suggested that each
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~of the central institutions of the conternporary capitalist. West - capitalist market, o
ibureaucranc state, democracy, nuclear familyi and Christianity - A ‘have a set of material - |

‘ practices and symbolic iconstructions which constitute each’s orgamzational principles and
.which 18 available to organizations and ind_ividuals to el_aborate. The.se logics are

summarized in the following passage:

The institutional logic of capitalism is accumulation and the
commodification of human activity. That of the state is rationalization and -
the regulation of human activity by legal and bureaucratic hierarchies. That.
of the family is community and the motivation of human activity by
unconditional loyalty to its members and their welfare (Fr1edland &
Alford, 1987, p.36). '

Traditionally mstitutional theory concentrated on the regulative and normative

dlmensmns alluded to earlier ( Scott 1995) while neo-institutional theory emphasrzes the
-1mportance of the cognitive elements (DiMaggio & Powell 1991) The focus on the
individual, internal human relations and the -cognitive dimensions are related to the
emergenCe of organizational culture as a phenomenon of study, and 'efforts to explain the
: -increasingly complex organizational and Worl( environments(DiMaggio & Powell, 1991).
Scott (1995) suggested that the focus on cognitive dimensions of institutionaliaation is the -
major distinguishing feature of the neo-institutional theory. This has involved a more
anthropological approach which embraces the concept of constructed symbolic reality and
the value of shared cogmtions assumptions and norms (DiMaggio & Powell 1991;
Schein, 1_991). |

' The relationship of ‘neo-institutional theory, guided by its cognitiveemphasis to

the organizational culture literature is significant as each seems to inform the other and
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-together Bond to offer a more holistic perspeétive ftom whichto éddr.ess'the needs of thtsb
~ study. Th’eoriés of oréanizatiohal culturs are particularly sensitive to the shared symbolic
and sognitive dimensions otindividuéls, such as assumptibns, vat_ues, .att'itut.ie_s and |
symbols, which m essence define thé édlleétivé t:harat:ter of a group (Schein, '1991 ). | As
such it is work which informs research objeétiyés of tht_s study stlch as the meanings
insiders ascribe to the origins and evolution of the sport. It is only within the last two
decades that the phenomenon of culture has become the object of sttldy as a mearts to -
: achieve a bettér understzttlding of formal organization (Deal & Kennedy, 1982, Mérgan, -
| 1986; Thomps‘on,’ 1992). The litertlture stfers a range ot interpretations of culture, |
however, two framevyorksstanc‘i out as particularly relevant for. this study.

Allairte etnd .Firsirotu’s (1984) frémewprk isbésec.i' bn‘a symbolic concept éf culture -

| w1th three‘_interrelatsd components summarizéd as follows;
1. A Sociostructural system composed of the interWorkings of ft>rma1

structures strategies, policies and management processes and all anc111ary

components of an orgamzatlon s reality and functioning

2. A Cultural system that embodies the organization’s expressive and

affective dimensions in a system of shared and mearingful symbols manifested i

myths 1deology, values and artifacts

3. The Actors w1th their individual experlence and personality; contrlbutors and
moulders of meanmo

Cultural elements such as shared beliefs and values of community members are important
in the determination of the future direction of Ultimate as they influence the degree to

‘which participants conform to institutional pressures. The degree to which these elements

are internally consistent and mutually supportive are important considerations in -




determining the strength of the given cnltu_re and t.he predictability of Outcomes of the
rorgan‘ization_(Allaire &‘Firsirotu; 1984). | | |

Schein (199'1).propc')_sedv a different, ‘somewhat more sim.p‘liﬁed model _Of
brganizational culture based on three levela_ inctnding underlying assumntien's, values and
artifacts. Underlying assumptio.ns are the unconscious, taken for granted beliefs, habits of
perception, thoughts and feelings which are the »svource of Qalues and acttons. Values; bt_>th
‘ espoUsed_and actual, are m_anifested in the strategies, goals and nhilosophies. Artifacts
refer to visible organizational structures and 'p‘rocesses‘ | |

Thetwo models_ and underlying theory allow one to understand the comptex
construct of culture in an apnlied context (i..é.v, an erganization)f Not enly are elementsv .
isolated but their relationships amengst other cultural elements are itienti_fted. Thrs f(v)rmi o"f
analysis will .prov'e to be valuable inthe treatment of c.lata regarding 'particinant meanings
and values by providing a framework, vsrith supporting theory, to situate, make links anti

analyze the research data.

Individual and grouﬁ-interests in the institutibna] order

The role of the ind‘ividu'al‘ in.particular’ is an important elementin beth the pro_cess
of institutionalization and prodnct or setting and hae emerged as a powerful consideration
for those leading the neo-institutional movement {d enpersen, -] 987: Oliver, 1991; Scott,
- 1995). 1f we accept agency, the purposeful nursuit ef onefs own interests, and individual_A

freedom as fundamental human values and that organization is a conscious human function.

then active agents must have an important role in the process of institutionalization. In




their discussion of leadership, Meyer and Rowan (1977) suggestgd-that individuals or
. organizational mémbefs "o.ften pléy ia_ctive roles in .shapin‘g whét the éuthérs call
“iﬁstitutional 'coﬁtexts’f. While iinbdividuals and collectives Have optiox;s in this coﬁtestéd
‘ terram whiéh 1s fhe institutionalization prdcesé, there is certainly a way in whi.ch |
institutions éct'upon them éﬁd 'vic‘e vers-zliv. Insti'tu{ipns operate prirriari]y.by “affécting |
persons’. prospecti\}e béts about the collective environment and colleCtiVe ' B
activity....through their effects on expectations, institutioné be'come_. ta_kén fdf granted, ~in
'some fashion” (Jepperson, 1987, p.147). The degfee to which one’s’'own values are
vpromoted and consistent with thoge of the speéiﬁc institutional order is an important
d’etefminarit in terms of conformity to,fnstitutional pressu‘res: Institutions can be
fundamémal in the prdduétion or influence of thfé establishment of idehtitieé and activity |
scripts for such identities. They have a role in the cdnsﬁuction of legitimate téxfé, étoo_l
which serves a éonforming function, which are subject to inte_rp"retéltidn by both insiders
and butsiders of the institutional sphere (Jepper_son,' 1l987)._

M'eyer’.‘and Rowan (1 977; pA3.43 ) from tHeir investigations of measures and
determinants of institutionalv rules, concluded that: |

norms of rationality are not simply géneral valﬁes. They exist in much

more specific and-powerful ways in the rules, understandings and meanings

attached to institutionalized social structures. ‘
March and Olseﬁ (1984, p.139) expand on this theme and offer theée thougﬁts on |

individuals and their relationships with institutions and rule structures:

“To say that behaviour is governed by rules is not to say that it is either
trivial or unreasoned. Rule-bound behaviour is, or can be, carefully
considered. Rules can reflect subtle lessons of cumulative experience, and
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the proceés'by which appropriate rules are determined and app]ied 1sa
~ process involving high levels of human intelligence, discourse and
deliberation. ' o S

Rules act as deliberate measures to induce confofrnity in the chahge pr(v)ce.ss‘. 4If
“iflstitut_ionalization-can be thought of as having degrees; co.nc.éi\‘/ed_in terms of r’elative_.
vulnerability to social intervention, then acvcordi‘ng to Jepperéon ( .]987)?‘ when we hayé
total institutionalization, the only distinctive contribﬁtion an individual éan make is in the
.skill and style of performance, whether the seﬁi.ng be at work or at play.. While formal
, mlgs are part of the institutional Chéracter of sport forms; they deﬁﬁne‘ Whaf. is acéept_ablg
bghavidﬁr Withih thé realm of sport. The mofe iﬂstitutional rules that exisf wi;[hin a
cuitural practice, fhé greater the challenge for action which is inconsistent iyith this orde.r‘
fo be acceptabl‘e. Penalties in football and basketb’all -a formai m.éans of. saﬁctioning
behaviour - for éeleﬁrating success are demonstrations of atfempfé fo constrain behaviour. ‘
~ The dggree to which attitudes, va.lues and olther cultural elements “conform”. to the
- institutio.nal order is secoﬁdéry tov action or behaviour which 1s judgéd appropriate and
wcl)rt_hy of. rewérd. As such there may be inconsistencies bgtwée_n espoUse(i values and
| symbolic action. This theorizing incorporates an important elément into the theéry of
institutiohalization, fhe idea of moﬁvation and its relatiohship to reward. 'Addifioﬁal]y, it
addrésses a criticism of institutional theory, that it lacked attention to the role éf
organiiational s'elf-interests and active agency in organizational responses to in’stitutioﬁal :
pre.ssures and exbectations (Oli.ver,‘ 1991). |

Language is a significant aspect of the reproductive or isomorphic tendencies of

institutions (Morrow, 1992). Discourse constructed around structure and rigid role




| identification, Which with suppdrting éymbols such aé the Qrganizatiéhal chart can help to

legitifnéte tﬁe actions and pursuité of}an organizétif)n‘ Language is the medium that

" determines and‘reinfo'rces the so'cial order (Meyér & Rowan, 1977). It is one such tool
'which', while it has an inherent capacity to constrain, may be uséd asa _deliberate form of -
resistance to institutiénal pressures by 'cohcealing or disguising nonconformity (Oliv_er,-

: 1.991). _While each sport ﬁas sbéciﬁ_c jargon, counterculture altéfnativés_ may havé a mofe
Specializéd code aboutith'eir. aétivity as a means of'distinguis'hjng insidérs, with shared
idealé and Qalués, from outsiders. |

There is motivatibn for .this‘r'eprod.Lictive nature which chérécterizeé institutiqns |
and formal organizat‘ions, in the form of rewards or sanctions as meané of iﬁﬂuenciﬁg
behaviour, both in social and organizational énvi_ronméﬁtsi Scott (1995) argued that
organizations do not necessarily conform to a set of beliefs i)ecauseA they are‘. taken.for |
grant.ed,or represent sdme sort of cénstructed'breavlity‘ Rather, they are re\;varded for
| doing_"s.o. through increased legitimacy, increased resources and greatér.s'u_rv‘ivalv
capabilities (Meyér & Rowan, 1977; Scott, 1995).

DepaﬁQrgs frorﬁ “normal”‘ forms of action as defined by thé c.)‘rganiz‘atviorllal ﬁgld,are
éountefacted through routines (Oliver 1991), a symbolic téol common in all institutions
settinés aé it functions with régulérity‘ .anAd consideration of timc and spac.e. In sport, these
| may include the typical suspension for a player who challénges the coaches’ authority or
exercises too muc‘h" autonomy in he;/his éctidns durihg competition.

Clegg, Hardy and Nord (1996) pbinted out that there is an emergence of new

forms of organization, a fluidity or newly fluid structure in appearance which they attribute
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toa rang‘e' of factors i‘ncludi'ngitec_hnological change, post modefhity .and trends in the

: fnarketpl‘ac.e'_ The volunteer based? léosely structured orgaﬁizaﬁonél f'or.m's W.}lich e"xis.t

_with-Ultimate' in North Ameri.ca, afé different %han typical instifutiohal férms of
organizatio’n. The ﬂuidity referred to may also be a conscious étrategy erhplo'yed by

. managemé_nt iﬁ order to achieve increased efficiency and: éﬂ‘egtiyene;s aBout business )
activity. This. is in contrast to what Kikvuli‘s, Slack and Hinings (1992) identiﬁed as "
ins.titutio‘nally- speciﬁc ofgénizatiorial archétypés which prevailed in C’anadi"dn National

_ Spovn_ (.)rganizations.l Thé first type was -characterized lby a lack of professidnal_ization and - »7
bureaucratization and was labeled the “kitchen table”. The second design demons_trated
evidence of buréaucratic p_rocedures and formal strucfure and was termed the.

' “boardroom”’. Finally, fhe “éXecutivé office” .had a bureaucratic structure supported by _

the prbfessiohaiization of r_bles.

Influence tactics,_ such as the manipulation of beliéf éystems, and control taétics
such as'dénﬁnaﬁon, are additiona} rrileasuresvemploy‘ed. in the-f_ace of defiance of
iﬁstitutiénél pressures (.Oli‘\'/er,vl99l)A Scott (1987) aﬁd OiiVer (”1991) are two'iﬁstitutional.
theorists who-ha‘ve_co‘ntvributed significantly to the understaﬁdiﬁg of responses to
v iﬁstitUtional preésures inciuding resistance. ,S‘cott (1987) identified t'he,rang‘e of possible -
respénses including acquieScénc_e, compromise; avbidance, deﬁance. and manipulation.
Oliver then bl;ilt‘ upon Scott’s work by providing éxamples of tactics characteristic of each
fesponsé and by explainiﬁg how the résponses vary on a Coﬁtinuum frorﬁ passivity to
activeresistanée. A B R R I -

Acquiescence, the most passivé‘ type of response involves tactics of habit, imitation
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‘_ and compliance (Oli'ver, 199].). Habit refers to eneenécious or Blind adherepce to
prec'onscioubs or taken;for-grahf[ed roles or values. Organizations rep'foducing wic‘ielyﬂ' -
institutienalized roles such as students z_md teé.ehers, players and eoeches or pfofessiohal
and clerical funetions o'n‘ tﬁe basis of conver;tional defmitiens of these act§Vities is a for‘m‘

- of (tlAli‘s re‘spoin‘se. The role of the .coachia‘s a paternal supe.ror.di.n‘ate ﬁgufe'is»ass‘umed and
| graﬁted by subordinately willing players 'habitualized tor —thie dynamic typicaily from a
young age. »Imitatipe refers to 'co.nsc‘i'ous or unconscieus fnimicry of insti_tut‘iopdl models
(Oliver, 1991) ineIUding ;[he médeliﬁg of sport deiivery syétems or practices eﬁer other
nations sysfems or praeﬁces of the organizations deemed suecessﬁil in an :organiAzationa'l'

_fields (H‘umphreys‘; 1997). Complience is defined as conscious obedieﬁce'to or
incorporgtien of valees, norms of institutional reqeirements (Oliver, 1991).

Compromise refers to attempts to balance, pacify or bargain .eoriﬂicts or
inconsistencies with (organizatioﬁal) objeetives anei institutional e;(pectations (Oliver,

| 1991). Balaecing tacties are attempts to achieve -parify among or betweer'l.multipl_e

stakeholders ahd internal int'ereste‘ The negotiation of sp'o'ns_ovr and panicieant or ’t_eam

in‘t:er.ests in sport ivs’ an example‘,of this practice (Beal, 1995). .Pacifying tactice are typicall‘y' ,

cons.istem with minor levels of ,resistahce to institutional pressures and the appéaéing or

placating of the institutional source or sourcee beiﬁg resisted (Oliver, 1991). Bargaining

' ,iﬁvolves the effo‘rt to exaet some eonceésions -_fr_Q_m an ,exte_rngl constituent in its demands

'of expectations, a'ssumiinvg‘ that reletions'with the enviroﬁnment'are oben'to negotiation and
the exehange or concessidﬁs.

Avoidance is understood as the attempt to preclude the necessity of conformity by '
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concealing‘nonconformity, buffering or escaping institutional rules orexpectations (Oliver,
199 1) Concealment tactics “involve disguising nonconformity behind afacade of
acquies‘cence” (Oliver, 1991, p.154). Buffering refers to anjOrganiz_ations’ attempt to-
reduce thie extent to which itis externally inspected, scrutiniiedfor evaluated. This may be
achieved bv distancing oneself from the' s'ourceof_ institutional pressure.v Escape refers to a
more dramatic avoidance response where an organization may exit or signiﬁcaritly alter
objectives within which there is pressure. If government regulations‘witliin an industry are
squocatmg an'innovative ﬁrm then it rnay look to new, less regulated industries or mches

Deﬁance a more active form. of re51stance includes dismissal challenge and attack
as its tactics (Oliver, 1991). Dismissing or ignoring of institutional rules and 'values 1s an
‘option typically exercised when the pote‘ntial for external enforcement of institutional rules |
is. perceived to Vbe'lowi Organizations which ignore aﬁirm'ative.action reduirements or
pressures regarding the equitable employment of under—representedipopulationswould' be
employing this tactic. Challenge refers to a more active departure from mstitutional
. expectations, often presented asa Virtuous endeavour consistent w1th.w1dely shared
external constituents that express them. Asa response to increased_publicicriticism, sport
'franchise owners or general managers»may attack the press and the media’s representation
of public opiniontdward t.he franchise.

The most active response to pressures Is manipulation, which 1s tlie purposeful and
' opportunistic attempt to co-opt, influence or c'o‘ntrol institu_tional pressures and |
evaluations (Oliver, 1991). Co-optation refers to the use of links or constituents which

‘are imported in order to neutralize institutional opposition and enhance legitimacy. The
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 manipulation of belief systems via advertising is an eXamiple of an inﬂuence tactic which

_ attempts to alter or shape the'acceptable ideal or practices ol‘ performance Withinthe :

) institutional order.' Controlling tactics are “speciﬁc effor'ts to establish power and
dominance over external constituents that are applying pressure on the organization”
(Oliver, 1991, p. 158) This attempted domination is a ﬁmction of orgamzational strength :
as compared with constituent vulnerability in this regard. |

While 'resi'stance,- depending on the form,‘may affect the organization’s popularity,

social support, legitlmacy and stability, Oliver (1991) contends that it can enhance
ﬂex1b111ty and the capac1ty to adapt and innovate: Resrstance by deﬁnition refers to
nonconformity,»ia'result of which is exclusion or distance from the institutional order. - This

| produces a higher degree of independence.where'yalues or.norms have been rejected, and

fewer interests must b_e.ser,ved or minimal change enacte_d on behalf of the group (Oliver,
1991). Thus an environment is created whic,h 1S mor‘e conducive to dynamic and

responsive operation.

T he InStitutionaIizdtion of Modern Sports
While the.traditional, mainstream sport forms and sport cultures demonstrate
traditional and paternalistic (Hyland, 1990) even authoritarian and militaristic ideals
‘ (l’3rohm, 1978; Calhoun, 1987) .as their fo'unda.tion, alternate forms demonstrate patterns
and phenomena i/arying from the norm. If one was to conceive of tviio models; the _
traditional and the non-traditional, they could be characterized in the follovifing manner.
Traditional: more organiaed highly structured and regulated'

oriented to values of 1ndiv1dual achievement expressed through pursuit of
the record '
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Non-traditional: periodic, unorganized, localized, rule variance and “little
sense of sport as an institutionally distinct activity” (Gruneau, 1983, p.12)

Studies such as Granskog's-(l 992) analysis of the Triéthlet'_'e Subculture and Crum's

- (1988) investigation of korfball as a "ndn-se_xiét” sport are examples of research on sport

cultures with characteristics one could label as non-traditional. These particular studies

concentrated more on the interpersonal dyn‘amics within thé's'ubculture and did not

attempt to locate the phenomenon of the partlcular case w1th1n a broader socio- cultura]

context. Granskog focused on trlathletes and their support networks mcludmg friends and
family'and the relationships which exist within this community. Crum’s interest lied

mainly with gender issues in sport and the example of korfball, a competitive, coed sport is

analyzed from a critical'perSpe'ct‘ive‘ Neither researcher evmpl(')yedv an institutional '

perspective. as a means to understand the forCe}s which'vare acting upon'.thbe respective
practices.

| While there isbllittle m_éntion of sport in the institﬁtional theory literature, some |
fesearch' has been ddne n spbt‘t socio_logy and 'spor,t managgmént which reveals 'co'mmon
patterns. -In their aﬁa]ysis of the development anc_i'institutio'nalization of hockey, Gmﬂéau

and Whitson (1993) addressed some of the fundamental issues regarding the role of

" contemporary cultural forms and practices in society. They proposed a line of questioning

as follows:

What forces have influenced the development; availability and popularity of
different cultural forms and practices? What kind of relationship is there
between cultural production, pleasure, meaning and inequalities (or issues)
of power? How have the structures, meanings and uses of different
cultural forms and practices changed over time, and what 51gn1ﬁcance if
any, can be attributed? (Gruneau & Whitson, 1993 p. 5)
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R The authors framed their analy51s around cultural production by concentratmg
- morel on the historical development and the tensions wh1ch surrounded hockey They .
.' employed an 1nst1tutlonal perspective by looking broadly at the significance of the |
_ _development of hockey in relation. geographical and commercial pressures aswell as the -
manner with which these pressures were 1nterpreted and acted upon by pa_rticipants and
leaders of thehockey community. : | |
| .Gr’uneau -and Whitson’s research provides insights into the de_velop'ment of
mainstream team sports‘ Thei_r data suggests that hockey- has emerged_ out of .a ser.ies of
- clashes which occurred “against’the backdrop of Canada’s development as an industrial
and consumer s001ety” (Gruneau & Whitson 1993, p. 6) They believed that there has-
been a fundamental change in hockey over the last twenty years with an 1ncreased business
» orientatiOn influenced by social forces including multi_culturalism, fair play, free trade,
globalization and market segmentation (Gruneau & Whitson,v 1993). That the “subculture
of hockey has retained its own unique'adaptations and forms of resistance to these
_movementsand forces” (1993,. p.7)is n.o surprise if we relate.it to institutional theory’s -
notions of resistance (Oliver, 1991; Scott, 19875., The sport remains.a_ treasured vehicle
for national identities to compete and demonstrate supremacy or nationalism.
'Addmonally, it is still a game of phy51cal prowess, v1rtually entirely played and controlled
»by white males and still largely of the hegemonic order. Fair play is an espoused moral
tenant of sport, yet fighting is an acceptable practice. Gruneau & Whitson (1993) contend

that the geographical, historical and social locations of the sport’provide commonality of
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. experiences, places and feelings.

‘Ina studv of social're‘sistance through"the sub'culture of ’skateboar,ding,vBeal
(1995) arrived at many interesting ﬁndings With respect to differences in values and.‘norms
between skateboarders of the observed counterculture and those skateboarders she
labeled as members 'of the dominant or mainstream culture which she acknowledged did -
not research as soundly. Additionally, actual forms of resistance were demonstrated to
perceived capitalist or corporate agendas and relations ‘Beal asserted that.when popular
cultural activities are structured by corporate bureaucratlc social relations,the relations
reproduce the dominant group’s position by prornoting and legitimating the values'and
~norms that underlie capitalism., This also decreases the validity of alternative relations
~ (Beal, l995) as they are positioned in su_ch a way‘_ as to appear outside of accepted,

‘ ‘domin’ant practic.es. This research explainsthat,‘ like many resistant subcultUres,‘
_ ‘skateboarding was n‘ot singularly defiant and »transforrnat_ive but includes forms_of :
challenge as well as forms of accommodation. Within a non-traditional sport communi‘ty,‘ ‘
it is possible to have both counterculture and dominant culture groups.

o Beal concluded that skateboarder's of the “non” mains‘tream variety resisted the
| values and norms‘of elite c'ompetition and authority by encouraging c,oopera_tion amongst
part1c1pants even sharmg equipment and creating a part1c1pant controlled act1v1ty |
“Skaters” took control of formal contests and were not conformlng to the regulations of |
the observed competition. They vvould attempt to sabotage 'organlzer interests and in

some cases did not make an effort to meet the performance requirements of the contest.

Beal suggested that this represented a r'ejection of the National Skateboard Association




~(N.S.A) and affiliated branch‘es responsrble for contests The goals of this orgamzation
- were recogmtlon mtemational growth the estabhshment of headquarters and the
professronahzation of skateboarding in Western soc1ety (Beal, 1995). Humphreys (1997,
p.152) reported a sirnilar s'cenario within the snowboarding AcommunityA:
But even though commeroialisrn posed a threat to snowboarding’s-

_ traditional philosophies, the debates over the worthiness of competition and
professionalism which had racked surfing (Booth 1995) never affected
snowboardmg :

‘The commercialization which characterized snowboarding produced compromise on
.behalf of the original subcultural community, increased popularity, .rnoney and sponsorship
(Humphreys, 1997). |
It is important to note that Beal 'concentrated on resistance within the subculture
and virtually ignored individuals and actions which support the hegemonic or (ionlinant
order and represent an alignment of this activity:with capitalist ideologies and practicesr '
There was probably meaningful data as to why conformity wasn’t resisted by adhering
| participants of the sport. This was obviously not her primary concern. Similarly narrov-v in
focus, 'Morrow (1992) ooncentrated on the regulative processes and signiﬁcance of rules
of practice_in his study of the institutionalization of Canatiian lacrosse from 1844-1914._
The institutionalization of .sport 'appears to interest those who approach the study
of sport from a more critical perspective including Gruneau (1983), Hargreaves (1982)
and Morgan (1994). Gruneau’s. early work emph'asizecli the notion of sports as‘ p-olysemic

cultural texts, while locating the human experience within the broader social system (e.g.,

the relationship to class structure). ‘In discussing specifically the institutionalization of
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- sport forms, he highlighted the sighiﬁcance of residuals such as fair play, spontaneous:
enjoyment of games, non-utilitarian “amateur” ethos as forces which continue to exist but
are being squeezed out of dominant:conceptions of sport, in particular Canadian sport
(Gruneau, 1983). He argued that because of its role in social reproduction, sport is often
viewed as a kind of ideological product of capitalist social relations and productive forces.
He suggested that:

‘as ideological forms, modern sport is seen to embody the values of hard

work, discipline, and achievement demanded in a system of production

geared to profit making through the exploitation of mass

~ markets... institutionalization reflects the rational process which has

characterized the overall development of the capltallst labour process

(Gruneau, 1983, p. 24) :

While there has been much work in the field of sociology concerrling itself with the
dominant institutions of our time, and with the process of institutionalization itself, the
theme has been scarcely explored in the sociology of sport literature (Slack, 1997). Given
its profound significance, this seems unwarranted. Decades ago, Loy (1978, p.75)
recognized the importance of the process when he wrote that:

1 ¢an conceive of no topic héving greater significance for sport sociologists

than that of the institutionalization of modern sport. Yet one can find few

insightful analyses of this general process in the sociology of sport

literature. :

- While it is true that Loy made this assertion some time ago, there has been

relatively little research on the topic as it concerns North American sport forms over the

last two decades. Loy (19_78) suggested that the growth and popularity of sport and an

increased business orientation have produced increasing rationalization and




_blireaucratization which hés a.rg'uablybled» toa deéenerat@qn of humanistic concerns and
legitimations. |

Although it is dafed, the work of Peargon.on sport cultures and subculfures
_including surfing and.sﬁrf life saving, femains particulafly relevant for. the proposed ‘study."
In a work entitled “The Institutionalization of Sport Forms”, Pearson (1979) discussed
instifutionaiization in tefms of two contrasting types of sport suﬁcpltures: play-'sbort which
is .characterized by a different set of values and beliefs; athletic-sport which is competitive
and highly orgam’zed. He noted the importance of the role of the innovators in the early
.dgyelopment of surﬁﬁg in particular. Their_b innovations occurred in a‘cul‘tural sgtting »
which provediharmonious with ancien.tv.roqts and values of the acti:vity which was
historically based in Hawéii. A summary of his conclusions are outlined in the following

chart (Pearson, 1979):

Some Dimensions of Contrast between PlaV-spQrt (P-S) and Athletic-sport (A-S)‘

_ o P-S A-S
Degree of organizational complexity a o

(social systems measures) -~ . . - Low. ___High
Coherence of central values and norms Low ‘
(cultural system measures) ' or High High

Rationalization of techniques geared to the

achievement: of precisely specifiable performance

outcomes Low High
Emphasis on qualitative aspects of performance, o

* including value place on ‘flow’ experience

(process rather than product) High _ Low
Importance of (formal) social competition = - Low High

- Complexity and specificity of formal games rules  Low High

The value for this study was mainly Pearson’s recognition of the “coherence of

- central values and norms” as a significant element of institutionalization. Additionally,
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. considetati'o'n of the experience of sport in terms of “flow” and. etnphatsts upon
rationalizatien and fornlalizati'on as important themes are valuable contributions; While
h1s analysis is useful it represents only a starting point from which to furthe.r.develop the

~ study of institutionalization of sport. It c‘ioes shed light en the differences which can exist

between sport forms when one exatnines them thtough an institutionai perspectitr_e, hut

does little in the way of nccounting for the impact of these differences. F or example, what
is the effect nn the sporting experience or the meaning to the individnal or group -
participant as it relates to these measures? |

‘Morgan has obser&ted that what distinguishes the‘ most recent phase of the .
institutionalization of sport is “the scope of its meddling in the intemal aﬁhirs of sporting
practlces” (1994, p.145). ‘'What this suggests is that gtven the mult1phc1ty of forces whlch |

- now aﬁect the development and direction of a sport, there is mcreasmg 1mpact on ’the

intrinsic elementsof given sport forms. In order to accommodate institutional pressures, |

change to fundamental elements may be,‘necessaty. Rule changes to make a sport mdre
marketable and audience friendly is an example of cenfotmity based 'Qn changes te intrinsic
elements. Data may point.to the resolution of tensions in the Ultimate community

dramatically changing the nature, culture and organizations of the sport, its pbpulérity and

the quality of experiencing this unique eulturél practice.




. RESEARCH DESIGN
The chosen research methods which formed the design of the study eﬁ‘ectively

gave a vbice to the community of participénts of Ultimate and fostered the idéﬁtiﬁcatién

of forces involved in shaping thé ﬁlture of .t'he sport. The research techniqueé included
focus groups, e-mail diécussions and doéurhenf aﬁalysis_ and were selected to achieve
betvséeen—method tfiangulation (De;nzin, 1.989; Mathison, 1988) in (.)rder,to aécéss

different groups of participants, raise new iésues and verify the replicability of 'bbsewationé
.and interéretations (Denzin, 1989; Yin, 1994). As the study sought to explore a range of
: facfors, meanings and contexfs, a single data collection method rwas unacceptab}é (Yin,
- 1993). Mat}ﬁsdﬁ (1988) asserted that the use of ‘different methods is an effective means of
researching different domains of knpwl_edge, vin this case, perspectiv'es‘-of merﬁbe_rs Qf this
community. This design sérved the purpose of the study and p_fqvided rich data and
different perspectives on the relevant issues in the institutionalization of Ultimate in North
America. The 'désign allov.ved‘ for research aifned ;1t retaining the holistic and 'I;leaningﬁll
characteristics of real-life events While contributing to khowledge of individual and social

‘phenomena (Yin, 1994).

Role of the researcher

- As an insider in the'Ultimate community, it was important to locate myself in the
research process. My own personal history §vith thé sport has spanned seven»yea.rs, six of
which I competed at the National Chambionshi_ps, twice represénting Canada at the World

Championships. Over this period of time, T have come to know many pléyeré’ who have
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,com‘peted at the elite level and have developed a sense o‘f what .some of the -criticia‘l 1ssues
affecting the future difectio_n of the spért. My position enabled me access to subjects and
resources, and with many of the relationships already built, th¢ research process was
facilitated (Marshall & Rossfnan, 1995).

Whjle my position provided me with knowledge related to the interests Qf the
study, my feelings and bgliefs with respect to what I feel is the b'estlcour'se for the spon. : |
were and remain -lafgely uncvietermine‘di I would like to éxperienée the game. with rule
alterations before passing judgment. My view ié that any scenario will be'.highly‘
problematic, avn‘d‘eachpos'sible one has advantages and disadvahtaggs_: I am interested in-
Ultimate always providing a unique sbqrting experience and hope thaf thi's can Be
maintained in thé future. |

Throughout the research process I was éxtremely sensitive of my assumptions and
experiences which aﬁ”ected my role as researcher in this study. .I acknowledged that my
pos‘iti‘c‘)n-as insider in this community req'uired me to constantly be involved in a process of
reflection about my sentiments which surround the critical issues of this study. As such, T
worked vefy hard not to draw concluéiOns priof to or during the research phase. but’
attémpied to use the experience of the sfudy ‘as an oppértunit? ‘.co,inform beliefs about the
future di'rection.of Ultimate. My focus was on produc.ing'sound research and pro'viding a
thorough and holistic account of the devel'o_pmental problems facing the ‘spon (Thomas &
Nelson, 1990). | |

- Given thé ﬁaturé of tHe research deéign and my familia‘ri:ty with the community, I |

decided not to keep a journal.. I believed that this would have been necessary had 1 been -
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involved in different fieldwork such as participant observation. Iam now convinced that

“this would have been a valuable exercise, particularly as a resource 'which would have

been helpful in the treatment of data regarding participants’ opinions about the future

direction of the sport.  Notions of a distinct split interms of different pl_ayihg forms for-
recreational and competitive play could only have been further informed by immediate and
régular documentation of impressions and sentiments on my behalf

My insider position permitted me to structure the study in a manner which I felt

addressed the most interesting and significant tensions in the community. It contributed to
the accurate identification of important stakeholders in the process of the sport's

development. Knowledge of who to access, the language of the communify and a sense of

the culture helped with research and the interpretation of data.

Site and sample selection

Organizational support

In the early spring of 1997, I contacted the U.P.A. and made them aware of the

purpose of this study. This was done primarily to access resources and American based

players and \administrators. As the officials 1 spoke to were supportive of the ‘project, a

working relati'onship was established at this time primarily with Bob Byrne, Executive
Director. A letter was sent to the organization (Appendix A) explainirig_ the purpose of
my inquiry, my recruitment procedures and an assurance of conﬁdentiality if so desired by

paﬁicipaﬁts. The UP.A. _cbntributed to the research process by providing suitable

candidates, potential e-mail parti_ciparits, for participation in the study'.




w
="
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The V-ané,ou'\./er region was idehti'ﬁec.i asa suitable site for thé focﬁ.s groups. It has~
* an established Ultimate éommunity, fea}turin’g'mar'ly competitive men's aﬁd women's At}e‘ams,»l
_and has ‘demﬂonstr‘ated commifment to the sport including hosting the Wjorid .
Champioriships'ir-l August, 1997. As Well, members 1ha've initiated many hjgh.schc.ml‘
outreach programs to introducé youth to the sbon, All competitive teams, includivngr«thev
u»nﬁinded Uni_vefsity of British Columbia mén's and women's varsity teams, compete
' regularly in the United States and'a're confrénted with maﬁy issue_; thét'vs‘/ere criticall to this
study: -
| Communiéatjdn, with many parties involved in this study, was facilitated .by the

Internet which has become the communi;:ation tool of chQice with represgntati\}es and -
players all across the continept linked via newsgroups, billbbards or direct communication_..
The Infernéf serves as an organizational tool. It is a collaborative network of resources
AuseﬂJl in the dissemination of critical administrative in_forfnétign (Kikﬁlis, Slack & Hinings,
1992). As éuch, it proved to be the ideal meahs fbr r.esearch concerned with signiﬁcant
cont‘ributors to the spoft which were lpcated ina vafiety of géographjc‘ locations across
the continent. Thjs mgdiufn; whi]k; limited to privileged users, was a valuable resource in
terms of acéessing many key decision-makers in Ultimate. This .process would have Been

otherwise extremely difficult and time consuming.

Sample

One objective was to interview three founders of the sport in order to hear about
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~ the creation of Ultimate and its vgry early stages. Attempts to locate merﬁbers éf th_e.
founding group'at Columbia H.S. in New J ersey in:the late 196ds were; in conjunction with
fhe UP.A. Aswas an£icipated, this proved to be extremely chqllenging. The mere
identification of individ_ual"s who Were instrumental in the founding of Ultimate prpved to
be ve.ry‘difﬂ‘cult in a community \.yhich relied hea’vi..ly ‘on oral history as thé» means to ‘recvord' _
expeﬁences (SQurée: UP.A). “The archival informétion on the spoﬁ had repo'rtedly'ﬁot |
been in the'posséssion-of the U.P.A. for many ye'ars. I felt that while researching the
origins was an initiai objéctive of this_fésearch; it would not bevacieql‘)ately treated given
the pﬁméry interests z_ind focus of this stud.y‘ As Mérshall and Ros§man (1995) ,
substantiated the integral nature of design flexibility in QUalitatiVe research, the decision to
alter the scope of this research wés justified. The data which addressed the origins of the -
sport as baékgfound to thé research questions of this study came .exclusively from

document analysis.

Vancouver plgivers

Focus groups were set to be §0mprised o.f six to eight individuais who were
currently competitive players in the sport. Most competiti\}e players play in a recréational
league in addition to their commitment to a touring men‘s. and women's team. | Wgs ablé
to identify compe-titive-tea'ms and édnfa_ct the_ir. éaptains by teléphone. Names of potential
subjects were accumulated in cc;nversatiOns with captains and the respective individuals -

were contacted by phone. Those who were interested and could commit were identified-

as participants. Participants were then given a consent letter (Appendix B) detailing the




purpbse of the study, their involvement and assuring them of confidentiality. The men and -
wémen Selgéted_for participation in the study were between the ages of 18-39 and had an
| average of approxilﬁately five yeafs.expéricnce 'as”vplayer_s at the competitive level. These
individuals shared significant knéwl‘edge,' experience and seefni_ngiy 'intevrest in the critical
issues of this study! |
On'e focﬁs group was comprised of Womeﬁ, another .o‘f meﬁ, in order to reﬂect the.
g_ender makeup of compétitive teams. The focué groups took. place atvmy home aé it was
cgntrally locafed ahd offered a spacious and comfoﬁable e_nvironment. Seven paﬁicipants
were confirmed for each, however one womén was il oh the dayvand another confuséd the -

time which reduced the female sample to five participants. .

Key decision-makers

- Historically, the decisi’on-makers for the sport, the volunteer administrators, team
captains, U.P.A. and»lC.U.P.A. representatives, are or have at one time been. piayers (;f
Ultimate at the competitive level. It is e‘stimated that in North America; the.re are o?er_ one
_lvlu‘ndred men's aqd women's teamvs with captains, coin’peting at t.he' top level of theirx
Tespective divisions (e.g., open, college).

_ -v Identiﬁcafion of suitable candidates was done with the help ofthe UP.A,, in .
partvicu‘liar Bdb Byrne, who 'prbvided a list of sixteeﬁ potential participants who met the
required criteria (see Ap’peﬁdix A). The list was _completed with twelve additional
indi_vidﬁals I identified based on information provided to me by insiders in the com.mulnity‘ v

Y

and my knowledge of individual’s contributioh to the sport. A list was compiled in
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approximately two weeks. Twenty eight individuals were selected and asked to
participate in Internet discussions in the form of questions and answers. Ten agreed to
participate. This list amounted to a convenient sample of suitable participants for this

- process. Further details are discussed in the data collection analysis section.

Data Collection Procedures
The datacolléctioﬁ procedures occurred in the following stages:
1. Analysis qf relevant do'cumentsv
‘ irﬁtial fesearch was condu.cted in order to find oﬁt the kinds and quantity of
documents‘that would infofrﬁ this étpdy. ; When this was detjerrhihed, the U.P.A.
Nev;lsletter (1994;1997), and primary soufces suc.h as newspaper articles on the sport
v.ve_r.e'collected and analyzed (Appendix C). This provided ba'ckg;ound information and
: déta in the early stages of the research procesé. For example,. “player and administrator‘
.letters ahd survey informatio.n, wﬁich related-to iSsues inciuding _spf_msorship, rule éhanges
‘and the role of Spirit of the Game were valuable resources. It‘ proved to be an extremely
.valu'abl'e' technique in the study of the developrﬁental process' of this sport and its |
organization. | ‘.

2. Focus groups with Vancouver competitive players

Pilot focus group (Spring, 1997)
A pilot focus group lasting one hour was conducted in my home primarily as a
" means to test the qﬁestions_- for clarity and comprehehsion. Notes were taken during and

subsequent to the focus group. Additionally, détermination of the suitability of the
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“location of focus grbups was also served by this procéss as particip'ants' seemed
comfortable‘ in'thiS'enyironmeﬁt. Th_e’p‘ilot ‘featured both mfcn.a.md women aé opbosed to
the actual fbcus groub_s which were diﬁeréntiate(i by gender. Thisvwés a‘logistfcal .

“decision largely determined by the availability of volunteers. |

The pilot focus group proved valuable as_feedback coﬁtributed to the fine tuning éf - B
questions regarding how change would impact upon the counte_rcult'tire Happeal and

* meanings of the Spirif of the Game. Direct access to data and _ins~igvhts>that come from

.'grbup interaction was'co_nﬁrméd at this stage (Inglis, 1992). When one woman reflected |

 on her recent exp_erienges at the college level, it prorﬁpted'others to dis;:uss their simila.rb

experiences. This produced a brief debate on the role of c_oaching in‘th>e sport, a

.phenon‘ienon whicﬁ some believed was on the rise. Some questions werfe‘idgntiﬁed by
members of the gfoup as fequiring clariﬁ_ca‘ti.on; Participénts felt that focﬁs groups w1th
mi%é‘d Sexes or that were gender specific were equally valid.‘

_The setting ahd administration of the .fpc:‘us gréup environment was informal. "-’Tl\ﬁs
environment s‘egm'ed to be a comfortable forum for expresston as it is oné which is

: Sensitive_to'the li.féstyles‘ and Ch'aract'eristicsvof the paﬁicipaﬁts anci glloWed thh‘

investigator and respondents to become engaged in the research proCéss (Inglis, 1992).

Focus group with male and female players
The focus groups were carried out in the months of May (male) and June (female)
of 1997 respectively. As this coincided with the start of the competitive season,

participants had much interest in the issues surrounding the sport and were willing to
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commit timé to t_hév prbcess. Focus group discussioris were recorded onto»au_.di.oi-tape and
' .subseque.ntly_transcribed into hard.copy form witflin the two weék_ ‘pefiod following the -
focus groups. Both groups exceeded the ninety minute pefio'd allotted for."the. focué
groups. No oné departé'd when I intervened and permitted anyon'e who would want to -
leaye. : o

The dialogues were initiated by open-ended questions (Appendix D).. This was
done in o.rder to prémote participants self—diSc;losure tﬁrough {he ‘crfcation ofa pel‘mi‘ssive
envifc;nment (Marshall & Rossman, 1995).  The feedbéck and discussiéns were animafed,
- seemingly unéonstrained. Judging by fhe thanks given to me for alléwing paﬁicipanfs an
opportunity to voice their_y opinioﬁs and concerns in what is certainly a vocal comrﬁunity,

~ the process seemed valuable to all parties involved.

3.> FE-mail discussfqnsAwith key decision-maker&
Qver the summer, three sets of two question correspo_ndenées were e-mailed to

| those individuals who had agreed to contribute in'this capécity (Apﬁendix E). Partiéipants
were giygn up to one week to fespond although some, possibly dué to busy work
schedu]eis, took' longer. Ten of th'e twenty eight decision makcrs who were solicited. fo_r
this porti:on of theAstudy agfee to partiqipate. Five addrésses were rétur_ned as incorrect. It
‘ 1s probable tha‘t‘due to the nature of the e-mail medium, with its dependency on the
- receiver for transmission of message, that some did not see the coffespondence.
Additionally, the three week commitmeﬁtimay have déterréd sor;le ffdm partiéipating in

- the study.
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" There were no requests for clarifications of questions. -The average response.was

”approximately' ecjual to the iength ofa long .paragraph. As questions were framed in order

to solicit individual opinions on the issues in question, the data reflected this and had a

personal quality demonstrating a range of experiences and perspectives. I checked e-mail

responses daily throughout this phdse of data éollection. Haidcopy transcripts of

- responses were produced and filed as soon as data was made available to me. As e-mail

data began to compile, it was categorized based on the week of inquiry and corresponding

set of questions.

Data Analysis Procedures
The data analysis process invélvéd many stages. I followed the strategy

components as described by Marshall and Rossman (1995) including organizing the data,

‘generating categories, themes and patterns, and searching for alternate explanations. The

methodology and design of the questions, emphasizing the identification of fbrce_s involved

' in the institutionalization of Ultimate, helped the process of identifying meaningful classes

* of information of this sample of players and administrators.

Tused a seéniirigly.conventional approach in analyzing the data. This was a much
thought through decision which I felt would be effective for me as a researcher and a

valuable contribution to the desigh of the stu’ciy. The systematic character of the analysis -

~reflected my vision of how best to examine the data.

Data, when transcribed into hardcopy forrh, was read and re-read. Familiarity with

the sentiments of participants was essential. Later readings focused more on themes and
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_subthemes.tna_t were addressed tiireetly by participants. »Sonrte data was more eesily |
,classiﬁaule than other. For instance, the e-mail feed.ba'ek‘ was easier to analyze than focus
group or document enalysis data. .1 belies/e that this was a result qf the structu_ring of the
questions and themake-up ot that respondent group; It see_m'ed as thoughteatn captains
and administ‘rators had a greater understanding of the issues and tensions within the - _
community. This is understandable given their_functions as representative. qecision makers
-1n the 4sport, whether they. tepresent the players generally or theit respective cqmpetitive
teams. I primerily used the'e-matl date to form the initiel classifications of themes qf |
results. “This date addressed most directly the pre’ssuresand_ resistences to
institutionalization. '
. After ..many re-reads, and much reflection with-the help of the evolving theme index
tree (Appendix F), data were grouped.end coded with a preliminery number scheme which
‘ identiﬁed end associated quotes and data with a dominant theme or themes and
subsequent su‘utheme Initial analysis featured the pr_oduction ofa sutnmary of data based
on the selection of most compelling and.v relevant portions_of data. The first classiﬁcat‘ion
incluqed the major themes of player issues, snort 1ssues, unique elements, sources of
‘tension and consequences of change. These were crude initial titles which I gave, with the
enpeetatien that the major. themes would evolve and crystallize throughout the analysis
, process. '_(')ver time, these broad.categories nanowed. 'Subthemes were rnerged and the |
analysis foeused on data wnich represented and defined the community and identified

institutional forces or considerations. This was a direct reflection of participants

. addressing issues identified by the research questions. Player issues, sport issues and




uni_que‘elements‘ were subséquéntly merged to describe and nharacterize the Ultim_ate
cornmUnity. When data addressed tne devélopméntbr‘ state. of thé spdrt, it was clas‘siﬁed '
as cnnéérned wi‘th fofces of influence, pfessures or resistanc"eé, ‘on the spoﬁ. The majo’rityi‘
‘came from the prelin)inafy theme of sport issues.. Thié ciata was merged_With the sourngé

‘ of tension grouping in order to nroducn the initial class of pfessUres and resistances_ now.

- featured in _thAe‘results seqtiqn.

Data was revisited and subjected to much scrutiny as passagés Whi'ch Were relevnnt
to‘ the study were highlighted and coded furthér in order to be c.lassiﬁed under the
emerging major themes. For instance; the thérne of .culture,‘ which gave way to-identity

| and -charac_:ter of fhe community, ihe meanings and_signiﬁcance of Spirit of thé Game and
other subthemes, had an initival group of data segments nr quofes numbering 25 from fonus
group data alone. Ten réferennés were frnm thé wofnen's» group and ﬁftégn we‘rebfrnm the
, rnen's'grnup. Cote, et al.‘ (1993,‘p_131_) refefre_;d to thesé text segments as "meaningv units":
which Tesch (1990) deﬁned as segmentsof text that are comprehensible by themselves
and nontnin one idea, episode_or piece‘ nf information.
Data segménts were labeled and analyzedv furtner in what amounted toa “cut ana
paste" form of gathering and doqumenting (Apbendix G). A letter was used t_b designate
the source of d-atz.i.. "M" and "W" represented the mén's and women;s foqus groups
réspeptively. "E" referred to all e-mail responses and "D" represented document analysis.
Anurnber was assigned to each portion of text in order tn label and move them to the
~ appropriate theme or themes. Furtner exarnination, with consideration of the theory whinh

informed the study, produécd preliminary results which addressed the major qUes‘tions' of
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the study. The final stages of analysis demanded greater focus and the rejection of ideas
or concepts which were determined to be less relevant than those themes and subthemes

which were finally determined as sighiﬁcant. Final themes and subthemes were generated

| from the raw data in order to focus the data and identify patterns which emerged from

| sources and participants of this study (Marshall & Rossman, 1995). This. determination .

was based on the quantity and quality of daté segments which gddressed the given topié’ o
either difectly or indirectly. What evol.ved with ﬁthhé_f analysis i‘s the existing discussion |
of reS_ﬁlts. | |

With the data amalgamated, I bégém to link the information with theory which had

informed the study. The data regarding the pressures and resistances was strongly

- connected to the institutional theory literature. The data which addressed the community,

its systems of meanings and subcultural elements had strong links with the literature on
sport subéultures and organizational culture literature. Analysis was completed when final

categories were determined and relationships among them established.

Methods of verification of data
~ This study emphasized the princi'ples of credibility,'convﬁrmability and

transferability (Marshall & Rossman, 1995) in the design and analysis of this research.

Credibility

Cfedibility, where the goal is "to demonstrate that the inquiry was conducted in

such a manner as to ensure that the subject was accurately identified and described" o '_




‘(M'é.rshall_& Ros_sman,,1995,_p. 143) was of panicﬁlar impqﬁance to this study givén its
interpretive; and analytiéal requiremeﬁts m addressing its purpose and research questions.
The rheasur_e of between-method triéngulation,or the collection 6f dz‘ita.f'ro'm numerous
ana varied sites (Denzin, 1989) was taken to enhance cfedibiiity in the fméings of the A
vsitud); w_as'takven to ehhance-,credibility in the findings of the study. This perm;tted thé
exp-lorat'ion of multiplé perspeptives frdm diﬁ°ere.r‘1.t types of individua]s a.ssopiéted \'y‘ith‘the» "
spoft: The nﬂethods ‘c'ombined to overcome individual shortfalls. For instahce, thé free
ﬂowing dialoguel which‘chéracterized the focus groupsi featﬁred reflection, discvussion‘ and
.i'argumiem which brought out personal feelings about isshes and what \;vas meaningful to
individual players. Wheréas e-mail data fr()lﬁ inﬂﬁehtial decision makeré reflected an .
attempt to .gen'erate'.infor'mationfrom more holistic pefspéctives coﬁcerned with fhe

ovérall development of the sport and issues affecting the sport as a whole.

Conﬂr@ability

_ Cbhﬁrﬁability refers to t’h.e,concem and asséssment of subject objectivity énd
researcher bias (Marsflall & Rossman, 199-5)4 As was my _requnsibility as researchef, I 
treated. my positioﬁ in rela‘;iqn to Ultimate énd its.comr.nu_ni.ty with seriousness and
sensibtivityA The framing of questions and mahner of research sought to give voice to the
- éofnmunity, permit the expre‘ssion of participants positié'ns and minimizé thevar‘m»um-‘df_
interpretation and subjectivity'brought to the research procéss. Closer rec_qrd keeping of
. my own sentiments, bbssibly in form of a journal, could have enflanced the efforts made in |

this regard.
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Transferat)ility

Transferability, the task of demonstrating applicability of one study's findings to . ; :
another context, rests ‘witn the investigator who seeks to make.tnat connectionlﬂ\/larshall
& Rossman, 199.5)'. The study produce(i‘ interesting data for'futtire investig.ations into the
institutionalization of ernerging'cultnral practices and the development of alternate team
sport forms. In judging how other's researoh contributed to this study including that of
Beal (1995) and Humphreys ( ]-997).on sport subcultures, it is possibie that similar themes.
and patterns rnay occur 1inder. similar circumstances (i.e., emergent.team sports which face
- similar challenges in the face of the mainstream, capitalist driven system of western sp.ort)f
This is ibecause of the evidence of tne strength of institutional pressures and their cap'ac_ity
to meddle, _change or co-opt the affairs of developing sporting practices (Beal, 1995,
Morgan, 19:94); This strength 1s exemplifi_ed throughottt the system-and culture, fr_om the
assumptions wh_ich form dominant ideology, to the rev_v_ard and compensation system, to

the accepted practices and norms.

Limitations

Tiiis study did have limitations wnich affeeted both the research design and the
data collection process. The difficulties researching the origins of the sport, \ivhioh arose
primarily.’as a result of a lack of archival inforrnation, limited the examination of
.participan,ts’ sentiments regarding the origins of the st)ort. It was hopeti that the e-mail

discussions would involve more subjects. The lower than expected number of respondents
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meant that fewer voices informed thi‘s research. As no members of the N.U.A.
participated in this study, the perspectives from individual members were not part of this
‘research. However, efforts were made to include this organization and its members as

significant and influential participants in determining the future direction of Ultimate.

Communicating restdts

As this study wquld rtot have been possible without considetable, assistance from
the_ U..P.A. bar'ld ist;udy participants, the communicating of results is an attempt to giye back
te the Ultimate community. A summary of findings will be mailed .to the organizations
which contrlbuted to thls study. These mclude the U P.A,CUPA, NUA. and
B.CDSS. (Brmsh Columbxa Disc Sport Society). Focus group participants are members
.of B.C.D.S.S. and C.UP.A. This summary will be a resource which is available to all who
| part1c1pated n the study. Addmonally, an article outlmm&, the study, its results and its
, ’value to the Ultimate commumty of North Amerlca will be submitted to the UPA and

C.UP.A. for publication in their newsletters.

Ethical Considerations

This study met the criteria set by the UBC Ethics Committee as the basic

requirement guiding this research. "Informed Consent” from participants was necessary

prior to data collection. Participants were granted the necessary components including
backgrouhd information on the study, procedures, potential risks and benefits and the right

to inquiry and withdrawal (Berg & Latin, 1994). A letter or statement describing the
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detads of the study Was given to-all participanis who eithér signed the consent form (e. 'g.,'
focus group ‘pa‘rticipénts) or ex.preslsed their willingnéss td participate through e-mail
.correspondencze. Inquiries or clarifications were addressed throughout the data collection
nhase. Conﬁdentiality was e_nsuréd by coding é-mail respdnses by time of respdnse (e.g.,

| e-mail 1 refers to the first s.et of .questions, in'Weék one) not author and using pseudonyms :
for both e-mail and focns 'grodp participants.

Redinrocjfy was an important consideratib_n in tnis research process. Any
organizations interested in ‘receiving a copy will be able tovdo so. A summary of tne
results will be submitted for punli'cation in the two majdr North American Ultimate
néWsldtters. The value of this effort is in the provision of a condensed analysis of the
foir(‘:es currently impacting the sport and its athlgtes.at this critical time in the spor_t's
development. With more knowledge and shared understandings, a more informed

- perspective will be brought to discussions or initiatives, with respect to change processes,

that individuals or groups may seek in the future.




RESULTS
This section includes profiles of the sfudy participants, an examination of the
‘Ultimate community and the identification of institutional forces impacting upon the sport

and its development. Finally, a br'i‘e.f. description vof the future of the sport is postulated.

Background of participants in the study

Focus Group Participant Profile

The following individuals participated in the two focus groups which were
conducted for this study. They have been given pseudonyms to protect their identities.

All participants were “white” except for Tina who appeared to be of Asian descent. -

Men:

'Art mid-thirties, carpenter approxxmately fifteen years club experience, national team
member : : ‘

. Angus - early thirties, reta11 manager, approx1mately seven years club experience, national
team captain :

Gord early thirties, American doctoral student approximately ten years.club expenence
National team member

Ed - early twenties, university student, approximately four years club experience, national
team member :

Malik - early twenties, university student, approximately three years club experience,
member of second ranked team in Canada ‘

Tom - mid-twenties, unemployed, approx1mately five years club experlence member of
- second ranked team in Canada ~

Jack - early twenties, marketmg/semce representatlve approximately ﬁve 'years club
experience, national team member
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- Women:

Gina - late twenties school teacher, approx1mately four years club experience national
team member

Joanne - early twenties, umver51ty student, approx1mately three years club expenence
national team member :

Tina - earlythi‘rties,’ school teacher, former national team captain, approximately ten years
club experience, no current team affiliation .

Nora - late twenties university student, approxrmately six years club experience, no
current team affiliation ’

Sue - early twenties, research assistant, approx1mately three years club experience,
national team member ‘

E-mail Respoiidents Prcﬁle

Tliis group of individuals was'comprised solely»of top ranked team captains and
| UPA. zinii CUPA. édministrators. N.UA. representatives were solicited for
parti'cipeition in this study but did not respond. Tliis might be explairied by the possibility .-
that the N.»UiA. rep_resentatives were college'students whc are relatively rriobile and may
have new ad.dre.sses or e-mziil accounts. NUA .repre'se‘ntatiye_s rnay feel that their :
sentiments and position liav.e been voiced in the cominunity, primarily ori the Internet and
in the UP.A. NeWsletter, a.nd that they did not need to contributé tc this study via tliis
research rnethod. | | |

'l;he fcllowing list identifies_ e-mail pairticipant’é plositions and relevant data. Only

two e-mail respondents were female which, although lower than was hoped, approximates

the breakdown of UAAP.A. and C.U.P.A. administrators. This is generally a three to one




. ratio of men to women (U_.P.A. Newsle_tter, 1996, V1 6,'#2). Confidentiality was not
sought as it is impossible to truly_ guarantee with this research technique.. However, -

- participants’ quotes were not given authorship in order to maintain a degree of-anonymi_ty. ‘

American respondents (U.P.A. members)
~ Elvis (rnale) - U.P.A. Board Mernber; over five years experience as a'U.-P.A. administrator

“Jim ‘(male) - Co-captain of U.S. Men’s National Team Captain; approx1mately ten years
experience in competmve Ultimate :

Jerry (female) - U.P.A Coed Director; over five years experience in competitive Ultimate -

Sean (male) - Co-captain of U.S. Men’s National Team and current number one ranked
club team; over 15 years experience in competitive Ultimate

_Canadian res_pondents (C.UP.A. and U.P.A. members)

Jesse (male) - Director of C U P A ; approximately 10 years experience as an
- administrator of Ultimate in Canada, recreational player '

Lilly (female) - Canadian Women’s National Team Captai‘ri and current number one
ranked club team, approximately five years experienCe in competitive Ultimate

Johny (male) - Captain of Ottawa Men S club team; over five years expenence in
competmve U]timate .

Alex (male) - Co-captain of Canadian Men’s National Team and current number one
ranked club team; former €. U.P.A. representative

- Marc (male) - Co-captain of Canadian Men’s National Team and current number one
ranked club team; over five years experience in competitive Ultimate

Sal (male)- C.U.P.A. representative for the West Region over ten years expenence as an
admlmstrator of Ultimate; recreational player

Document Analysis

The following is a list of the documents that were analyzed: U.P.A. Newsletter




(1994 - 1997); U.P.A. Ninth edition rules (1996); sample of neWspapg:r'artiéles on the

sport of Ultimate (see Appendix C fo’r'complete references).

: The UItilmate Community
This secﬁon _combines data which addressed a number of subthemes in order to

characterize gnd represent thé géne‘ral Ulti;nate-community. The identity and bheiracter_ of
thé Ultimate cdrﬁmunity, the represeﬁtation o.fﬂmainstream sport and ‘th>e meaﬁings and E

signiﬁcance éf Spirit of the Game afe brieﬂy examined and combiné'td démonstrate
cOuﬁterculturai qualities. The ;/alue‘ and role of sﬁortspersonship and player autbnomy are
subsequently explored. This is neces"sa‘r'y for uhderstanding and appreciating the identified
forces influencing the developme'nitb of Ultimate and their impact upon the paﬁicipant

- community.

The identity and character of the Ultimate community

With respect to the sport itself, participants cited many reasons for competing.
These are necessary considerations as they fepresent ideas, values and beliefs which are
. potentially threatened by a change in direction for Ultimate. Virtually all individuals
sought a competitive outlet and peer respect from within the group.

I've come 10 points where it’s getting too intense, getting too intense and |

Just want to back off but-then it keeps coming back to, do I want to win, do

I want to be the best I can be....I'll 1ake this opportunity now. (Tom,

Focus Group 1) - ' _ :

That's why people play right now, recognition within the community is

sort of the pinnacle of the game right now. Like we all know who the best

players are, and that’s good enough for the people who play. It’s sort of
the Ultimate reward that all players who play respect and know who the
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besl playei s are: (Jon, Focus Gr oup 1 )
Individual and team’ development were also valued by partlclpants of this study. Ultlmate |
was recognized as a sport which provides'an oppo_rtunity for the develop'ment of person,a]
skills and character. | | o

[ know a lor of us got into Ihls because it’s a new sport rhal we coula’ grow
in. (Sue, Focus Group 2) :

I don ’t do it for the social aspect of our team anymore. I don’t do it for
the exercise, and I don’t do it for anything else. 1 do it for the tournament
aspect of the game, and if the team keeps Improvmg then I'm totally into
playing. (Angus, Focus Gr oup 1) -

Ultimate players were described by participants as very social and friendly. Itisa
group which is supportive and.cooperative as evidenced by the accounts of shared =~
aceommodations during competitions and communal parties.

It is still as you say, you still get 1o be friends with the other team.. 1t’s not
arch enemies. You get to meet a lot of people that way. A lot of it is
social. (Gina, Focus Group 2) ‘

The way teams, even at the end of major tournaments, the way that teams
all party up together. You have pretty much everybody there until the end
_of the whole thing. (. Jon, F ocus Group 1) '

In attempting to explain the "glue" which unites such a group both sbcially and

recreationally, one woman asserted:

There is a direct relationship between education level and people's
tendency towards cooperative behaviour. Ultimate depends on individual ‘
' commitment 10 cooperation (with one's own teammates, with the other team and
with the sport itself) than any other sport - not surprising since until now, A
- Ultimate has been mosrly spr ead through Colleges and Masfer s programs (E-
mail 2)
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It was thought that more education leads to enhanced ability td appreciate others’ ' }
situgtions and considerations. This would ultimately lend itself more 'readily to
cooperation and the pr.ioritizin.g‘of multiple agendas rather than uncooperative or StriCtly
selfish behavio'ur.v |
One paniéiparit combared Ultimafe to the emergent computing in'du.stry that also
has come of age in the last t\&éhty years. Shg suggésted that "both wér_e characterized by
networks, relationships, true teamwork as opposed to the glorification Qf one hero" (E-

mail 1).

The reprg:seﬁtatio‘n -o-f mainstream sport
The identity of this group was clarified when respondents contrasted Ultimate with |

othver,spions. Participzirits ,viewed mainstream sport and the do'r.ninant sport cult_ure as’
“different than their c;ommuni'ty and subculture. In general, "popﬁlaf" or "mainstream"”

sport wés described unféQourably by many participanis who drew on thejf comp'e;[itiye
sponé backgrounds for examples. .Many had experiénced success, some at th‘e_ élite level,
in sports such as hockey, 30c¢er, basketball and badminfon. H.owever, légitimized

, cheéting‘; disrespect, violence and the "competitor as enemy" ethic were cited as problems

that were prevalent in these sports.

Well, and it's part of the game right. In hockey, you kick it in and you
pretend you didn't. Everybody does it right. (Jack, Focus Group 1)

I've played other team sports and I find when you get to a competitive
level people tend to start fighting and looking at the other team as their
enemy as opposed 10 a peer who is also enjoying the sport and playing to
be the best they can be. And I think a lot of sports lost that and I think
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that Ulnmale that's what U/Izmale has that other sports didn't. (Tina;
‘Focus Group 2)

Competitors'f and coaches’ attitudes and methods were majer reasons for
individuals leeving these other sports. The relations}‘lipiof ceech as authdritarien and
athlete as suBsewient was another dynamic cited as a dissuasion to platying traditienal ‘
team sport. The the_ﬁ{é df co‘kntrol‘surfa‘eed‘ here and wasﬂaddressed by Tine who is balso. a |

high school basketball coach.

-When you compare Ultimate to other team sports, you have coaches, and
you have referees and we don't have that in Ultimate. It brings out
-aspects that (Gina) said, that players have to be more intelligent. Well ]
think it forces each person to think about the game rather than just being
led through the game, telling them what to do from the bench, the coach
or having the official tell you no, you 're wrong. And we have to actually
think about it. It forces us 1o take onus. (Tina, Focus. Group 2)

She continued on to say that there is a possibility of Ultimate going in a direction which-
‘might facilitate the development of similar norms (i.e., conforming to accepted practices

~ of mainstream sport).”

The meanings and significance of Spirit of the Game

The most commonly cnted prmmple that was felt to permeate the commumty was

' 'the Spirit of the Game prmmple Thls hlstoncally fundamental mgredlent of Ultlmate s
‘somewhat _analogou_s teb an orgamzatlon s mission statement.’ As such; it is a tanglble ‘

eXpresSton of the visientflor t}te community and orgztnization (UP.A). It is a value-laden

clause written into the rules which outlines a philosophymand suitable practices for the

sport:




= Ultimate has traditionally relied upon a spirit of 5portsmansh1"p [sic.] .
- which places the responsibility for fair play on the player himself [sic.].
~ Highly competitive play is encouraged, but never at the expense of the
bond of mutual respect befween players, adherence to the agreed upon
rules of the game, or the basic joy of play. Protection of these vital
elements serves 10 eliminate adverse conduct from the Ultimate field.
~ Such actions as taunting of opposing players, dangerous aggression,

intentional fouling, or other “win-at-all-costs” behaviour are contrary 1o

the spirit of the game and must be- avozded by all players (U. P A. Ninth -
“edition rules 1 996)

Spirit of the Game has managed to maintain its status as credo to the community,
with its meaning largely associated with the sport’s traditional grassroots origins and the - ‘
~ cooperative principles exhibited during play.' 1t is part of the value system of Ultimate as
confirmed by the U.P.A. Board Mission Statement which was “10 promote, maintain and
safeguard the sport of Ultimate and the S;biril of the Game, and to serve the needs of
players” (U.P.A Newsletter; 1995, V15, #1 ). Spirit of the Game awards are generally
given out at tournaments and major competitions. Héwever, teams and players play with
varying degrees of “spirit”. Some do not respect the rules as much as others and
knowledge of abusive players tends to produce similar behaviours from opponents asa - -
means of levelling the playing field. There is opportunity in this sport to gain advantage
by abusing rules or privileges. However, this is typically viewed as violating the Spirit of
the Gaine principle.

The data suggested that the majority of players do honour this code and respect
the instrumentality of its role to the sport in its current form.

It's a different society where the onus is j)/clced on yourself and you have

no out really, if you do something stupid or wrong against Spirit of the

Game you can only look at yourself and I think that that is a fundamental
part of Ultimate and I think that is what ye would lose if we wanted to be,
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if our goal was 1o be more like other sporis.....I think a lot of people
stopped playing other team sports for certain reasons - you know the
coach, ‘the attitudes on the field or whatever and came into Ultimate --
Jor the reasons they got out or it and are now seeing that shift back, you
know, do I really want to shift back to that? (Gina, Focus Group 2) -

.+ The original concept of Spirit of the Game must be maintained.
Otherwise, Ultimate just becomes another competitive sport. (E-mail 3)

One player/administrator We_nt so far as to say that “zhe Spir;‘t Ofi the Game is what
 makes Ultimate what it is” (UPA. NéW;létter; 1994, V14, #5). Som‘e participénfs
referred directly to their fears ‘surrouvndirig the potentially altéred role of the p_riﬁc':iple in
the future: | | |

I've always dreaded the day when we would have 10 trade in this unique

and fascinating aspect of our sport in favour of a higher caliber of play
(U.P.A. Newsletter; 1994, V14, 45) - :

The majority of study participants addressed the positive value of Spirit of the Game to-
the sport and community. owever, some articulated opposing sentiments confirming - -

that it is not always universally embraced:

Spirit of the Game is just a clause written in the rules that says you
- should be sporismanlike. (Tina, Focus Group 2)

The 1deal bf Spirit of the Game seemin.gly evolved sd that the sport wopld haQe a
guiding p’finciple_, both éymbolic and concrete, which identiﬁes-values‘ and pr_'actices which
_ar_é desirable in the sport. The rules and structure of Ult_irhate ére é reflection of this.' |
With phras_'es'in the actual Spirit of the Game clause such as “spirit of sporismansth”

[sic.], “mutual respect” and “other win at all costs behaviour are contrary to the Spirit of
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the Game and must be avoided_ by all players” (U.P.A. Ninth'edition rules, 199'_6‘), itis
evident that the sport has a meaningful foundation which is fundamentally d.ifferent.than .

that of dominant sport cultures.

Sportspersonship

There is a strong_relationship between Spirit of the Game and the concept of
sportspersonship in Ultimate. The emphasis on sportspersonshi'p_isi critical to the
maintenance of the sport’s self-officiated, player-controlled structure of play. This idé:al is
reinforced in the Spirit of the Game clause.

Ultimate has a lot to teach the North American culture a_bOuj

sportsmanship[sic.]. The concept of sportsmanship[sic.] has been lost in

North America. Athletes are more concerned about winning (due 1o

sponsorship and prizes) than about competing. Ultimate teaches athletes

how to compete and respect your opponent. These are lessons that must
be taught to all athletes and perhaps as early as possible (E-mail 3)

~ Values such as réspect; honesty'.and fairness were liﬁked to the ﬁoﬁon of |
sportspefsohship. Th¢ \}alue system or those valu.eslpvredofnvinant in the community seem
not to héve been significantly altered since the sﬁort’s creation in the late 1960's; ThlS
response émphasized the retention of the values of responsibility and respect which are |

integral to the sport:

The fact that we make huge sacrifices in time and money to play at its
highest level for no-monetary. gain is truly unique in modern sport. So, I
would say the sport is of a higher consciousness. There is a laden sense of
responsibility amongst players to retain respect for the game and for their.
opponents. Fleeting characteristics in most other sports. (E-mail 1)




- The responsé did capture a feeling of the sport as “other” which seemed prevalent
throughout the data analysis phase. In a letter published in the U.P.A. Newsletter, one

player described the imponance of sponspe_rsonship and integrity in the sport:

U/Ilmate has always been a vehlcle for bringing out the best and worst in
..Your team played with spirit and fairness and deserved the same from
its opponenrs In.the scheme of things we all lose if any one of us allows the
pressure of competition to bring out the worst in us rather than the best in us.
(U.P.A. Newsletter; 1996, V16 #3) ‘

In terms of sportspersonship’s unique role in Ultimate, one participant felt that:

It is less competitive with a greater emphasis on sporispersonship. There
are less people playing Ultimate so that is one reason for being less
competitive, however, I think that the roots of the sport with the Spirit of
" the Game also make it a little less competitive at all but the top, top
competitive level. This definitely is an advantage but 1'd like 10 see the
high level of sportspersonship while raising the competitive level. (E-mail

1)

Plaver autonomy and the amateur state of Ultimate

A lot of us have found a place where we can be competitive in some more
" pure way than other sports. (Sue, Focus Group 2)

The references to “purity” seemed to be addressing a qualitvahich;égists and has a
range of meaﬁings. For some, purity meant that Ultimate éhqulld é_onti_nug to'have few
signiﬁcaﬁt relatio_nships with cbrporate SpONsOrs oI sport governing organizations wvhicbh
'.Acould lead to a more commodiﬁed'form of the sport based on sponsor intéreéts of media :
and spectator demands. One respondent ass.erted' thaf U]_ﬁmafe is still a "pure aﬁzateqr
sport" (E-mail 2) which implied a meaning of embodying pﬁnciples whichvindividuals

identified as ideals of what sport ought to be and mean. These principles seem to
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represent a form of sport that is' comprised of traditional amateur ideals such as respect -
and participant control.

In hockey especially, it can be very dirty. I know people on my own team

that I am glad are on my team because they will go out specifically to take

. someone down, and there is that mutual respect in Ultimate that | feel is
lacking in other compelmve spor ts."(Joanne, Focus Group 2)

Participants asserted that the self-officiated nature of the sport has an empowering
effect for players and contributes to a sense of ownership and a unique identity. This

dynamié was believed to have positive effects beyond the game itself>

1 rhznk soczely s gomg to change along wzrh it - peop/e are going 1o realize
that the sense of personal responsibility is something that everyone can
do. People can be taught that when they're young, you can empower the
individual 10 make the calls on the field, or the calls in soczery (M.
Kaweskz Georgia Srralghr 1 992, V76 p-1 0)

Playef aqtonomy creéfes a balance of power between players in .the‘sp'o-_rt.
Authority is granted to capfains largely-in a strategic capabity rather than a politic‘al. one.
Their primary'fespoﬁsibility is to strat'egizev and vcall oﬁensiVe plays or d_efenses'_ Each
player is accountable for his or her own behaviour including calling fouls, co‘ri.tribu_ting to
the pace of the game ar_id other responsivbilities that typicaliy fall under the jufisdiction of
the referee.” This situation is a pheﬁomenon whichbo'ne participant suggésted parallels the'
existing social climate which shé :beliéde was reflected in'the changes with\in |

: organizétions, possibly part of th¢ moveme'ﬁf to empower embloyees and rethink the value
of human resources.
"I really like the fact that this sp’ori_doesn 't have referees, I think that's

what makes it so unique and I like it because it makes each player more
autonomous and if you look at society, like I always relate sport situations
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10 the workplace, or work situations or how it, fits in society cause rules in
sport also apply to rules within society, and workplaces, they want you 10
be more autonomous as well and I think you know this is a new age sport
and we're fitling right in with the new age'wor_lqy'la’ce.. (Tina, Focus Group

2)

e ‘-PRESSURE‘S" AND FORCE.S OFRESIAS'TANCEAFFECTfNG THE D.EVELOPI-MENT'OF ULtimA TE
INNORTH AMERICA‘ o ' ‘
The data_ regarding‘ influencing pressﬁre_s and_:resistarices involved in the evc.)}lving
dir-ectio-n of the sport waé rich and demonstra_ted an awareness of the ‘challenges facing the
sport on béhalf of parti_cipants of this st.udyr. The folloWing por‘tiqn of the chapter is
devoted to anélysis’ of thes¢ preséuresﬂ and forces of resistance and the implications that
they i'carry. The‘ discussiqﬁ is framed in relatié)n fd the comx'ner'ci:al ’mar.l_(etptlac.e which was

viewed as having a strong pul'l effect on emerging sporting practices.

Pressures on the development of Ultimate
Players and administrators alike identified the following forces as active factors in
the development of Ultimate toward the mainstream. The pressures could be summarized

under two main subthemes: i) growth and popularity, and ii) cdmm_er_cial market forces.

Growth and poﬁularitv

The growth of the spQﬁ in North America was perc.e_ifve'd 'tb;bé draxﬁatiC. When '
askéd what was pushing the sp(jrt toward the mainstream, one re"spondvent'repli'ed "from
‘but.side, vsheerl growth in numbers as the spbrt becomes more wel_] known" (E-mail 2).

Another player felt that there needed to be significant technical or structural change in
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E order to accommodate the 1ncreas1ng number of players

I thmk rhe best and easiest way for the game 1o grow is t0 allow a more
mainstream version of the game to evolve. This version would be more
palatable to media coverage, and large-scale media coverage will do
more to get the publlc to play rhan a million mdzvzdual messages. (E-mail .

2)
l L Participants pointed to the recent strides ‘made at the high school and college/university
levels. There are now junior“ or high school championships in manystates and provinces.
Additi‘onally, there ‘are ’approximately 200 colleges or universities that have varsity te‘ams
‘Whlch represent their schools in their respectlve champ1onsh1p series (Source U PA ).
There are both Canadran and Amerlcan Un1vers1ty Champ1onsh1ps thch are
independently organized by the community and _Canadian univers_itie‘s do compete in the
United States College Championsllip Series. The folloWing quotes are from’ an exchange -
. in the first focus group:
I think College Ultimate is going 1o be the next big thing, you know
if you think about college basketball, rhey ve got all those teams ranked in
“the tour nament. (A}I Focus Group 1)
' ‘Co/]ege ‘U/zlmate is geltting blg now. (A/Iahk, Focus Group 1 ) |
It’s also bringing people into it much younger, like I star red playing when
I was 25 and a lot of peop/e started at that age. When I started it was =
more typical of people 1o be slartmg at somewhere around that age, you
know after University. Now so many peop/e are srarrmg so much younger.

(Art, Focus Group 1)

| ' You know, people will consaous/y choose 1o play Ulrzmare (Ed Focus
A  Group 1) .

It’s not like’just coming out to throw the Frisbee, yOu know, wOop deefdo,
now people will watch it and go okay, that’s what [ want to do, go to
University for three years and play Ultimate. (Jack, Focus Group 1)
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* The affiliation with established institutions such as colleges and universities seemed
to be a positive consideration for most. Participants’ awareness of potential benefits of
relationships with established mainstream ins_titutions including recognition, legitimacy,

and 'increased funding potential s'eemed to drive .the ‘dialogue around the growing -

popularity of Ultimate. . While this type of growth will no doubt benefit the sport by

offering more opportunities to younger players to play Ultimate competitively, participants

seemed to speak simply to the increasing numbers of players as the 1mportant criterion for

legitimizing the sport and possibly mainstream acceptance.

Commercial market forces

While growth and the multitude of commercial forces have eicis_ted within the |
scop_e of the community for some time,r they now seem to be more poyverful inﬂuenees.
'l"he in_stitutionalization of Ultimate, and corresp'o.n'ding conformity t6 mainstream |
commercial ways still.presents a predicament. In order for change to b’e p‘roduCed, there

must be reconciliation with the many factors which appear to be strong impediments in

~ this process.

! think ifs gonna come down to money. (Ed, Focus Group 1)
Yeah (Tom, Focus Group 1)

Like you know, if it comes down 1o ten thousand dollars then that foul in
_the endzone becomes a little more blatant. And money in terms of
SpPONSO¥. sth and the rules, you know how much time you have to make a
call. So I think that’s, you know, the whole aspect of money is gonna
change the way the sport goes. (Ed, Focus Group 1)
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'While the sport of 'Ultimate has made many strides over the'decade's,-'the one area

that has clearly remamed undeveloped is the commercral side of the sport There was a : :

) time in the late l9805/early 1990s, when Jose Cuervo Tequila co. and the UP.A.

sponsored a tournament series, offering cash prlz_es to the winners in return for permission. -

to modify the rules in an experiment to make it more sp.ectator friendly. However, in'a
general player vote which included all U. P A members most of whom do not compete at ,
the elite level the sponsorship of any U.P. A events by liquor or tobacco compames was
".rejected (Source: U.‘P.A.)_‘ Ultimate has'been governed democratically and this process -
r | enabled those who do not face signiﬁcant;travel expenses and los_s.of work for
competitionsfto have the same voice asth-ose vvho do.
Selecttea_ms have had some success in obtainingsponsorship from companies such
as Nil<e and Kavu.but these occurrences have not h_een prevalent and often carry limited
reward for the respective clubs such as free team shirts or uniforinsf
For participants in this study, commerCialization referred to mon‘ey and the
pro'fessionalization of the sport.in some form and the marketing and marketability of
Ultimate requiring new relat.ionsh_ips with institutions such as the media and televisio_n n .
‘particular. .The data from ,virtually all sources did reveal a deisir.eiovn behalf of players and

administrators to have increased commercial opportunities for the sport. This was

particularly evident in conversations regarding the marketing of Ultimate. Several r_emarl(s _

similar to the following were heard in reference to new relationships or partnerships which

have potential for the sport.

[ think personally I would love to turn on rhe t.v..and see Ultimate you . - |
know and watch a game - having been able to play. I would love 1o watch
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it. (Gina, Focus Group 2) -

The enthusiasm which was demonstrated with respect to. any discussion of commercial
avenues for the sport was balanced with a cautious perspective which is at the heart of the
tension of this discussion:

Well I think that commercialization is generally not conducive 10

promoting the sport as a whole. Sponsors will generally get behind one

team, and this is our team, and let’s go our team, and let’s not get beaten
our team. (Gina, Focus Group 2)

The morkeling of _Uiltimavre'

A Qery,_ intere:s_ting dis.cussion ensued in the first foelis group. It essentially focused
upon the menner in which Ultimate should maiket iiself.l The argument was whether
efforts should be made to market the sport based upen its existing counteiculfure or non-

- traditional practices and image or whether changes need to be maide to.produce a more‘

marketable product.

- Yeah, marketers and people who want to associate themselves with
- Ultimate will want 10 associate themselves with counter cullzne
(Angus Focus Group 1)

You can grow a market around people that are nor offended by nudlfy
(Angus - in reference to the practice of naked play or general nudity which
exists in the North American community, Focus Group 1)

A number of participants did support the view that the sport in its current form
offered marketable elements. The recent Mountain Dew television campaign depicting free -
spirited “extremists” pursuing less conventional sporting activities was cited as an example’

of a promotional strategy based on comparableideals‘ These individuals shared in the
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belief that there is a sufficient enough_ niche for Ultimate in its current form »for‘it to

" become a marketable product.

Spn it of the Game is a great sellmg poznt 10 parents and schools - they
love it because they are so disillusioned by the ultra-win-oriented
.consumer—drzven sport attitude which is s0 predominant (E-mail, 1)

Spirit is our mea’za hook Spirit of the Game is just what the media
likes about Ultimate....revealing character is just what the media wants

and no sport provides it llke Ultimate (U.P. A. Newsletter, July 1995, V15,
413)

Analysis of the data suégésted that the community is divided in terms v'of_ its \tisibnvfor the’
| marketing of the sport. - Thevfollowing péssage, désCribing the"r}eluctance sctrrie pla;ters

~ would feel with spdnsbrs,'praducts, captured thé sometimesvs'ubve.rs‘iye‘nzlitur‘e of the
-imembef.s of thé cdmmunity: |

I think people want to sell products right. They won 't sponsor unless they
think they 're going to sell product and. they re going to sponsor when:
people are playing Ultimate, when people are going into the stores to buy
Frisbees with Kinesys on it or-whoever is going to sponsor.. And if they -

see that they are going to be able to sell their products by sponsoring this
sport; then they will. But I think ironically a lot of Frisbee players that

are playing the sport right now would not buy a disc with Kinesys on it -
becauise it’s part of the mainstream and not the counterculture. 'A‘nd :
they 'd rather buy it from the Snapple guys or the Furious George guys so

- and that’s not like “we like to be counterculture’. (Jack, Focus Group I -

The team Snapple is named after a player’s grana’mother not the beverage
- company)-

The lack of regulations on players and the free spirited community culture contribute to an
environment that some study participants thought would be unattractive to the media and
Sponsors.

- Like if we hope to televise the sport,'we can’t have people pissing in the
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endzone. At almost every major tournament it seems - | remember two
years ago Double Happiness had a bunch of people drunk in the endzone, -
and you had 1o scramble to get out of the ways as the disc flies in there

. right. (Jack, Focus Group 1) o

- While there was support for the counterculture “niche” marketing argument, there was
- consensus that in order for the sport to achieve mass.appeal, the sport and community

must undergo significant changes.

1 personally feel that for elite Ultimate, if it wants to progress to the
situation-of becoming a professional sport and to get money for it, its
going to have to lose its counterculture....I guess it really depends on
where you want 1o go with the sport. If you want mass acceptance, you're
gonna have to lose that. You're going to have people, I mean you might
get the Christian Coalition saying that Ultimate is the sport of the devil.
(Malik, Focus Group 1) ' S ' ‘

" While the issue of compromise seems to be at the heart of the discussion about the ,
future of the sport, it remains unclear as to where participants believe is the rightful place .
for the sport in the consumer driven economy. One study participant framed the

discussion as centering around the degree to which the sport is "Americanized".

Americanization, you know t.v., money, I mean its like America’s Most
Wanted, you know, is it a talk show or a chase? ...yeah; it's all about
entertainment in this society. For Ultimate, if it can appeal 1o that side of
marketing... (Art, Focus Group, 1) . ' :

Marketing, I think might be a better way to describe, Americans are so
good at marketing whether it be sports or shoes or whatever. [ think that's
what Ultimate is getting into, the whole marketing of the sport in order to
create more spectators, more money. (Tom, Focus Group, 1)

Well, anything is like that in the States, cause that's where they can
make the most money (Art, Focus Group 1)

There is evidence of Ultimate moving in a direction consistent with the notions of

participants of this study. The U.P.A. reported that it is very close to signing an
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' _agréemenf with a sports marketing firm in hopes of exploring cdmmercial avenues for the .
' sport (U.P.A. Newsletter; 1997, V17, #2). Details of the 'dgreement have not been -
reléased by the U.P.A. However, the U.P.A. Director of Marketing Frank Defazio Jr.

recently wrote about that:

After having studied the sports and event sponsorship industry for nearly
two years, I am convinced that we need to lay important ground work
relative 1o educating society about Ultimate before we can expect the rype
-of major sports sponsorship that is truly in our future. This agreement
- would go a long way toward allowing us to lay this important groundwork
_ through the development of a comprehensive Juniors program in grade
schools and middle schools across America. This program will allow us
to bring Ultimate into these schools as soon as the 1998 school year
~should all go well with the effort. I'll write more about this agreement in. .
future issues of this newsletter as the agreement progresses. ( U.P.A.
Newsletter; 1997, V17, 44)

F orCés of ‘t'esistal;ce to chahge_ in the North Ameficdn _community

The follqwing elAemen_t’s were identiﬁed as impediments fo fhe movemeni of
Ultimate t}oward t-hé‘mainstream and_ commercial success: 1) piayer Qalues and nbrmé, if)
lack of appeal fdr s\pectat.ors', 1) - imége, iv)’ d_eve]opmenfal stage of the sport, v)

administrative and organizational inadequacy, and vi) status of sport delivery system

Player values and norms

It was the area of current player values and nérm_s, a reflection of the group‘
culture, which seemed to bring out the most animated discussion about resistant forces to .
“change in the sport. Participants’ sentiments surrounding the issue of control of the sport .

and the consequences of change (i.e., the addition of referees, coaches, sponsor influence) -
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emerged as a dominant theme in this regard: Th¢ uncd_nStrained behaviour of athletes was -
_anqther pOWefﬁll theme éddressed'by parﬁcipé_nts’ bf the study. _. N

The ‘cultﬁre of the Ultimate community is not entirely uniform §r hofnogeneoﬁs.' It
18 charaéter‘izgd. by indiVidﬁals who are sfroﬁgiy committec.ibtq or deeply divided with :
respect to a pos.iti'o.n regardiﬁg the development and.- diféctio'n of Ultimate. ’Many sharé
~ values in covmmuon,‘ but their beliefs about fhe ‘besf course for the sport a;e challenged by
their own self ‘iﬁterests in seeing tﬁe sport move in a»give‘ri direction. In addressing the

matter of players sentiments regarding change, one .p]ayef replied:

Divided altlitud_es.‘ Hé[f of the peop_lé. are going towards. the N. UA

and half of the people are clinging to the culture.....I'm torn as well.

(Sue, Fo;us group 2) ' S
Additiénal}y, participants‘citing the alternative, counterculture appeél of the sport asa
highty valued y?t threatened élement revealed contradi.ctio’n.and vacillation on behalf of --
 participants. This is ﬁmhér evidence that the' spén ié at a crossroads with respect to its
futﬁre form.

Analysis of fpcué gfbup daté suggesfed interesting differences bétwecr_l cpmpetitive
male and female players of this group. Thé dialogué in the WOrﬁen's discussionvs‘eem‘ed_tio
demonstrate a more holistic lunderstand'i_ng of §vhat -v.vas meaningful to them as athletes.
The foliowing exchange demonstrates a tone that-. was unique to‘their group:

- I'm still having fun. When I stbp’ha\)iﬁg_an, I'll stop playing | ’
competitively. But thus far, it's fine. [ like being competitive but I also.

" like being able to, after we're finished being competitive, have fun with
teammates. (Gina, Focus Group 2) =~ '

I'd have 10 agree with Gina. I t’svfun; ‘Competition is fun. Winning is not
- everything, but it sure is fun when you do win. What I really like at the
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‘competitive level is the alh/el:cz sm is ]usl amazing. To play wzth women
- that are so athletic and so skilled. It's just really fun to be amongst a
group of that kind of people (Tina, Focus Group 2) o

The_:re was a different tone and quality in the men's focus ngroup surrounding
conversations about the commodiﬁcation‘and professionalization of the .game, l. The men
, u.sed 1aoguage' such as "I'd love o _sé]l out" (Angus, Focus Group 1.).and‘a‘t times seemed
entﬁusiastic abouf tﬁe faﬁtastical world of u néw commercially ins.t:itutionalize‘d form of
A Ul'timaté. There was cOnsideréblé time spent discoss.ing'N._U.A‘.-. initiatives with well ouer '
a dozen direct references as compared with two from the‘_women's 4gr’(_>up‘. Th"e»m_e_n'

speculated about the future structure of Ultimate:

’ Bul a huge ma]orzry of players would start out wth the intent of becommg

- aprofe ssional player. Players will start in developing camps with the
serious intention of going through College, which will probably be huge,
bigger than it already is, and they'll graduate onto the National team or

~ some other team and ihat would be your prime reason for starting to play .
in the first place. Like hockey players start when they re foul (Jack
Focus Group 1)

' The differences in responses point to possiblo differences in 'ualues about
competitive sport. These-valueé-haye a strong relationship to eéoh individual’s éxpgr’iénces
. within t_hé wo_rld‘o‘f spon. This situation méy be enhanced by the lack vofi pfofessionul :
women's sport leagues which may be a factor in what _éach sex's sén_se of reality is with
respect to the future of tHe sport.- Additionally; the men's grou;ﬁ featured more
accomplished Ultimate players that had achieved_higher levels of success in the sf)on.

. 3 .Data might reflect the cufrgnt status of blayefs on given teams. I.:or‘ example, players of a

team ranked third in the world who are seéki‘ng a National cha_mpionship may have
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different concerns or motivations than one who is twentieth and seeking merely to be

competitive.

Ownership andi co;?irol oj-r the sport

| There was majority-support for some form of officiating beiné: éd§pted by the
- sport, providéd that it was _consisteht with a movement towards a more commercial
direction. F_eW participanté»went into detail about what. exactly that might be élthough
sideline observers used to settle arguments and active referees were cited as options.
While suppo& was derﬁonstrated_ for this change, comments were often accompanied byA a '.

qualifying statement as revealed in the following-quote:

[ think that there is a fine line that can be walked where the best of
Ultimate's roots can be maintained while incorporating some new ideas
from traditional sports. Referees, is the first concept that's outside of
Ultimate but part of traditional sports. I believe that refs at some level
(not sure what this should be yet) would improve the quality of play at the

~upper levels. However, I would still like the sport to maintain its strong
emphasis on sportsmanship/sic.]. (E-mail 2) '

It is clear that those who partook in the study were aware of the pros and cons and
consequenvc-es of such a changé in their sport. Within the current structure,
sportspersonship has strong appeal to player'é." This shared value would be threatened by
ény shift in'direction, banicularly one'that conforms to the mainstreém model. The
feelings in the community are strong, 'péniculérly with respecf to noﬁ-players becomi'ng
empowered to"ch'ange, the ng_tqre of the'" game. 'While officials and coaches would certainly
come from the ¢bmmunity, it.is the creéﬁion of ihe role for the non-playing individual with

‘its potential for powerful influence which posed the greatest threat in the minds of players.

86.




1 think refﬁng will ruin U/Iimale At just change it. (Ed, Focus Group 1)

L agree I think that would totally change the way the game is played and
make it for the worse, but that doesn’t mean it's not going 1o happen (lom,
Focus Group 1) ‘ ‘

" One respondent astutely recognized the role of traditional officials as culturally prdduced

symbols which contribute to the legitimacy of a given sporting activity:

-The lack of referees and team uniforms (in the traditional sense) do hinder
mainstream America’s embrace of Ultimate. However, [ feel that the sport
is growing and that given the age of the sport (in comparison 1o other
more "popular" sports) it is 'a’oingﬁne. Certainly I think that player
(mainly at the top levels) abuse of the "call your own fouls" and the
current lengthy debates that can arise.in top level games over calls will
hinder its acceptance. For the time being, | am in favor of letting it
progress as is. (E-Mail 2)

The focus groups featured discussion as to what Ultimate might look like if it adopted

traditional refereeing:

~ People will play the advantage with a ref, like if the ref's not looking in
Ultimate, you're going to be having strips [a violation in the sport], it'll
develop into that sort of a game. [ think that once the onus is off of
individual players, you have this certain lack of responsibility, you don't

- really take anybody else into account. So you just, you cheat. (Ed, Focus
Group 1 )

But as soon as you take the onus off the players having any control
over how the flow of the game goes, then you've got guys in the
backfield maybe picking intentionally or you know getting in

people’s way or taking rules into their own hands. (Art, Focus Group 1)

I'm just saying that in reality, 'regara'les_s of whether you have a ref or not 1
 think that people extend the rules to the maximum. (Tina, Focus Group 2)

There is no question that at the elite level there are instances, where the conscious




;/iolation of ruies 1s practiced as a strategic _w_eapoﬁ in _th'e pursuit of victory.» This 1s
' fypical]y vie@ed as unacceptable in both the formal rules of the séort and its infoamal code
~ amongst com_patit.ors.,v The U.P.A has established a conduct committee to rlegulvate.:-
_oatstanding cases of ina;;p_ropriate conduat (U.P.A. Ne\ivslettef,,1996.,"\/16, #3). .
While referees represent a new body that could one day have a stake in the .sp‘ort,
there were other groﬁps who threaten the exclusiﬂzely _player-controll'ed Statas_' of thé sport.
| For example, coaches and spbnsor's V\aere _identiﬁed as other gro‘ups who could bfing |
~ different agendas to Ultimate. With respect to coachéé, some paﬁiéipanfs regallad_ having
‘played agai_nst.teamslwith nqneplaying coaéhes and generally felt vthat while fhéy did serve
a burpose of administéring and organizing the given team, this funation coald have been
adequately dbne by players. In this instance, caaching outbursts.and‘disArﬁptio‘ns seemed
to be paevalent and Were cited by soma as contrary to the esséncé or ideals of Ultimate.

One study participant seemed to capture this feeling with the following assertion:

1 don't think that we necessarily need an external coach for that. I think
that you can have two player coaches, one who is on the field and one who
-isn't. That can be worked out and set up but I think you do have to have
something happen to speed up those interchanges and I don't know what
the consequences-would be but I think that Ultimate players as a whole
should maintain that power as to what the consequences should be if
there's an infraction (Gina, Focus Group 2) -

Tlh.e_increased number and complexity of offensive and defensive strategies of Ultimate do.
‘bring support fqr the argument of more ~traditi6aai coaching expeniae to the span. As the
sport is relatively hew, team.s are conétantly developing new offénsive and defensive playa :
and techniques in hopes of gaining an advantage in compefitiOn'. An individual dedicated

to the strategizing of the sport rather than sharing this du,tvaith playing the game has its
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- advantages. One respondent seemed sure of the impending change in this area:

- There's no doubt that the increasing complexity of tactics will lead to
more professional coaching (as well as the fact that there will be older
players like me who will want to maintain a connection even when their
bodies just can't do it any mor ¢) and this requires an administrative
infrastructure 1o support, again staffed by retzred players and as the sport

: develops Junior play, parents. (E-mail 2)

‘Whereas coaches would likely be experieh‘ced or retired former competitive

" players, sponsors and other groups represent stakgholders from outside the éommunity ‘

- who pose a greater threat to the existing culture of Ultimate. As has been described, there

are many complex issues involved in the marketing of the sport. This creates-a uniquely

sensitive environment, one that sponsors may not appreciate or support. The relationship

between sponsorship and Ultimate will be one involving negotiation and compromise. The
effects of significant change in this regard could be dramatic as sponsorship is arguably the
necessary ingredient in determining the degree of adherence to the mainstream model of

team sport.

[ think once you start getting into what sponsors need in terms of a
tax write-off and what they're going to get out of i in terms of how
much revenue they are going to make to have their name on t.v. or
whatever, then it's going to have 1o come down to clear cut rules
(Angus, Focus Group 1)

Behavioural Norms
The behavioural norms of Ultimate players was a subject which was addressed by

the majority of participants of this study in terms of their effect on any potential change for

. the sport. As they exist cufrently, the norms in the co‘mmunity were judged to be a major

_ i_mpédiment in any shift towards a commodifiable form of the sport. .The behaviour of

89



competitive playere was felt to hinder the legitimac’y of the sport and reinfor.cve the poi)ular
- 1mage of ‘Ultlmate outside of the commumty ThlS pomts toa dISJuncture in the sport
‘between hlgh level Ultlmate as weekend lelsure activity or Ultlmate as serious competltlve

sport. It is likely that Ultimate’s soc_ia_l.and informal nature fulfills the leisurely compon_ent ‘

whereas the _athleticisﬁ defines it as a seriously clilemanding. sport. .

The-climate within'the community is one Which is very permissive, accommvod.ating:

. ‘ahd'ae Was alluded to earlier relafively unreghlated. _As a result; players take liberties

which seem to.be uhique and defining of fhe charact\er' of Ulti.ma_te One |

player/administrator asserted her sentiments about the behaviour at competitions:

Again Ihough the lack of self-control (cursing, swearing, using the

'~ sideline as-a bathroom, smoking) by the players and spectators needs to
be curtailed, in my opinion, if we are going to obtain media coverage
needed to propel us into the mainstream. (E-Mail 1)

The significance of this quote is that the existing norms which were alluded to are not '

acceptable practices in the eyes of mainstream institutions concerned with sbport-.

Lack of spectatOr appeal

bee right now the game is completely played for the players on their
schedule, for their benefit, every rule, every interpretation. There’s
nothing done for people who might want to watch (Angus, Focus Group 1)

_As the sport has been controlled and administered exclusively by the players and is -
~without formal officiating, it is no surprise that it has developed characteristics which are

more conducive to player demands than spectator needs. Participants cited the following

characteriStics as interfering from the potential viewing pleasure of the sport: players




A slowmg the pace of the game by extendmg the length of time of stoppages player |
arguments n attempts to resolve rule disagreements; lack of experience and knowledge of

- the sport_' on behalf of spectators.

FEven as a player, I'm begmmng to resent these blow-ups thaf last ﬁve :
- minules. (Angus Focus Group 1) :

[1t] would make the game more appealing, because, like my parents came
to watch Ultimate twice and my dad, he'’s really into sports and stuff and
his major complaint is that it ’s not spectator friendly at all. For one
thing, even a lot of major tournaments, 1s the scoreboards. Even if you're
Jjust-a casual observer you come by, I know half the time I don’t even know
~ what the score is, and half the time, even in the most serious of games,. no

one knows the score and you have to hack it out and come at a best guess.
You usually know the gap but you don’t know if it's 8-6 or 9-7 right, and
that can be one of the most compelitive games. So that is one aspect that
could be addressed. The one thing that I would like to see that sort of
relates to Spirit of the Game in the way it is used right now, if we re going
10 have self refereed at the highest level then lets try and put a cap on how
long an argument lasts like, that’s all I try to do as one of the captains on
our team, when there’s an argument is 1o try and minimize the length of it

- - as opposed 1o like taking sides. (Angus, Focus Group 1) ‘

In contrast, there was a strong feelingon behalf of some participants of the stucly‘
that tlre actual physical playing of the sport of Ultimate Was a marketable prodnct. Many
told stories of experiences they had bringing people who had never seen'tlresport and how
much they marveled at the action in the sport. | |

I think of rhe people that ccrnre out 10 see it and were just blown away by

how neat it was to waich even though they didn’t understand. My parents

- took rhe whole week off work just to come and watch us - an excmng
game”. (Sue, Focus Group 2)

The athleticism and excitement were cited as strengths of the sport by spectators as well




 as visibly unique features such as the self officiating and sportspersonship which was »

_demonstrated. ’

There vseemed to be é feéling from players that spectators needed to be engagéd‘in
as direct a manner as possible in order to appreciate Ultimate and build a fan base. This’ | _
referred to ideaily having them actually see and experience the sport on the sideline
among‘st the competitors. The features of the spoﬁ, iﬁc]uding the flow of the game, were

felt to be best appreciated live.

Can we take 1.v. and push it ahead without having that base of people that
have played the sport as a kid or even just played it a little bit so that they
know what the game is about and than be able to watch it. I don't think it
will sell 1o a public that hasn't played the game. (Nora, Focus Group 2)

In order 1o sell it 1o the public you have to have them see it live. (Sue,
Focus Group 2)

It was also noted that there has been limited effort and resources put into the
promption of the sport. In this c’aée, market research, péssibly a funétion"of the emerging
relationship with the U}P.A. and marketing compaﬁy, might be an approach to b‘et}ter
understand the Wan_ts of the viewing public. The U‘.P.A. as a collective players association
serves its greatér membership and not merely elite level players. It is possible that the -
perceived lack of initiatives in fhis regard is conscious and reﬂects a desire on behalf of

organizational leadership of the association topreserve the nature of the sport.

Image

The data sug.gested that the image of the sport and its participants is a feature
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strongly related to any relationship with a mass audience. Image and perceptions have
also been issues for competitive players who seemed disturbed by the way the sport is
understood or represented by outsiders. Current competitive players reflected on their

initial impressions of the sport:

1 think that's a lvea//y important issue. I mean I almost didn't play ‘cause |
thought it was a weenie game I don't know how to put it. (Malik, Focus .
Group 1 /) '

] understand perceptions, like I only started playihg cause of a bet, like
someone said Frisbee and I was just like yeah whatever, you're not even
an athlete. (Jon, Focus Group 1)

1 still think that fhel eisa pei ception that If is still a hippie sport. (Tt om,
- Focus Group 1)

| Much of the'vimage' of the sport seems to have Been‘conétmctéd on the meaningsb
a'ss.ociated' with the.. object of the game, tﬁe disc or Ffisbee, As a result of thé game being
stigmatizéd with ass‘ociationsvof leisurely beach‘activity including Frisbee cat‘éhing trick
dogs or thé mafi‘juana smoking neofhippie culture, thg identity of the Sport has yet to

crystallize. -

I think one of the differences right now and one of the problems

Ultimate faces in getting more recognition and getting the sponsorship
that goes along with that is the actual equipment that goes with it is still -
viewed as not a real sports instrument. Whatever you say is that the
frisbee, despite that we know that it takes high intensity, athleticism and
smarts, it takes all these things, you're still playing with something that is
regarded as a toy and until that changes I don't see the sponsorship.
coming as well as some of the bad things I suppose. (Joanne Focus Group

2)

Athletes seem unwilling to address the issue of outsider perceptions other than by

demonstrating their skills and athleticism during competition. For instance, there is little




evidence that drug use at competitions is on the decrease. One younger player voiced this

- remark during one discussion:

1 think there's a lot more drugs in Ultimate than in other sports. 1 don't
know ifit’ s true.. .(Malik, Focus Group 1) .

The topic of discussion at thg time was the undeéirablé ér improper behaviour of blayérs '
as judged by a mainstream sport community not by the Ultimate corrimu.nityk i’érticipants
recognized that fhe beha\./i‘our of competitors and the lack of traditional figures such as .-
referees contributes to the image of the sport and feeds percéptions of the gamé as |

illegitimate or lacking cfedibility as a sport form.

Developmental stage of sport

Participants felt that Ultimate, having been invented only. thirty years agd, isa
sport which is still in its very early stages of development. While it has achie\}ed high
levels of growth, it has yet to produce or find a critical rhass audience to act as the _ '

necessary demand for a commercial product.

11 s 911// in its infancy or younger adolescence in terms of how pervaszve it
Gord, Focus Group 1)

At an organized, competitive level it is still very much a first generation sport where the

‘majority of players who have competed for championships - post 1980 - are still active.

As time passes and this generation leaves the sport to make room for new and increasing .

numbers of competitive players, the demand for media coverage may grow.




If people don’t know what the game is then good luck 10 those trying to
market it The game will have to be understood by a significant portion of
the viewer market before it's even worth putting out there asa spectator
sport (Jack Focus G roup 1) :

- The commercial success will not only "depend on how much the sport grows" (Ed, Focus
| Group 1) but also on the manner and direction in which the spon develops The desires of

‘the community and exnstmg culture must be carefully considered regardless of the volume

of players competing.

Administrative and organizational inadequacy

‘ Participants in the'study did acknoWledge,that the North- American c'otnmunity has .

made strides at the administrative level, but excessive bureaucracy would conflict with the

self-regulated culture of thﬂe sport-,_ As one respOndent pointed out, the U.P.A. does

provide a great deal for the cemmunity who comprise its paid membership.

The UPA dehvei s a whole ho St of services -- most particularly: the
running of 30+ sectional tournaments twice per year (college and open),
the many regionals, and two nationals - as well as the other sanctioned

* tourneys -- all of which are insured. This, of course, is spread out all over
the country (continent) and these series tourneys are run by volunteers, -
and the whole thing is put-together by an organization of just 2.5
employees and a $250,000 budget. Much of this work, of course, is-done
"behind the scenes" -- contributing to a sense that the U.P.A. may not be -
delivering goods and services that are expected. (E-mail 1)

However, the consensus was that it is still an area in need of change in order to
aeeommodate a shift in direction for the sport. The fact that the organization and

administration of the sport, which falls into the hands of volunteers, did not meet the

demands of elite players may be a reflection of the vacillating nature _end competing




interests of participants who remain uncertain as to how the sport ought to be

administered or what might fulfill their expectations.

1 enjoy the grassroots feel 10 the or ganization and the sense of
community that exists because of that, but I also feel that it makes the
sport come across as more of a leisure acnvny than a compelmve Sport.

(E-mazl 1)

Structure tends to facilitate quality of play and quality of administration --
who knows whether that is "good" or "bad". (E-mail 1) -

As can be expected, the existing structures and administrative network are rather telling of

the community which it serves and characterizes.

This lack of a solid organizational structure may be in part due to the fact
that the sport has traditionally attracted players who don't want to be
restricted by "too many rules". Players often react badly when they are
Jorced 1o follow rules which they perceive aren't in their best inferests
‘(e.g., starting games on time, adhering 1o time caps, playing with a certain
gender ratio). (E-mail 1 ) ,

While virtually all participants who ‘commented on the volunteer group of administrators
had pésifive sentiments, there seemed to be critiqhe surrqﬁnding the lack of
professionalism. I.Poor corﬁmuni'cation and a lack of admiﬁistrative background or training
were two factc}rs .which respondents addressed in this regard. This seemed to be
acceptable to parﬁcipénts’ given the current reward struc.:tu.re for administrators who do it
largely out of love for the sport but given any shift in direction would need to be improved
upoﬁ. The rate of develbpment in this area was thpught té be hindered by individual
a.gendva's which did not seem to émbrace ch‘ange‘ ér experimehtatioh and'weré satisfied with

the current rate of development for the sport.

These volunteers come in with lots of enthusiasm and exert a great deal of
effort to further the sport. But I believe that many (if not most) have little
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“or no previous experience doing these organizational tasks. They
therefore end up doing things in a very inefficient way. There also seems
to be very litile organizational knowledge being adopted from other
organizations or indeed from other sports. 1 think that Ultimate
organizers are constantly "reinventing the wheel". In the long run, this
has slowed the development of Ultimate. (E-mail 2)

Co‘nversely,' the ﬂexibility and adaptability of tournament directors and édnﬁhistrators
were viewed aé a strength by some participants. With teams dropping out the day of.
compeﬁtibns or when ﬁeid privileges were suddenly taken away, administrators have
'typically responded admirably to very démanding sitﬁatiohé. Some participants however,

_ were less sympathetic to the contribution of the administrators.

1 find that the majority of the tournaments come across as being put
together at last minute, even though planning has been put inio them.
This comment is probably a reflection on individual organizers or groups.
(E-mail 2) _ : '

Given the criticism directed at this'éréa of the sport, organizers are ultimately
dealing with and are judged based upon exp:ectations of corhpetitors. Many of thes’e
individuals come from other sports which have more highly eV-olved administrative
struéturés tﬁat are often funded ﬁeévily by govérnmént or the private sector. As more _
résources come into th¢ sport, it was felt that this area will be addressed.

It should b.e'.noted that the U.P.A. fairs well in their énnual membership feedback
poll. 'fhis surQey covers all areas of sewices delivered ny the associati{on inbluding the
~ promotion of the Sp.oft, quality of tou;nament organization, quality_ of newsletter, etc.
(UPA Newsletter; 1996, V16, #2). Re.svpo‘ndents to this éUrvey are elite levei players,

other competitive players, as well general U.P A 'mefnbership.
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Economic conditions and the status of sport delivery system

This form of resistance can be understood as the current economic climate which is

- - not conducive to organizations such as government or universities and colleges spending

highly precious resources on a newly emerging sport, one which brings other issues to any

‘decision making process including it’s unfavourable image and legitimacy concerns. The

promotion of new sports is not on many institutional agendas. As one respondent

éxplained:

From outside, sport or, gamzanons have to increasingly do more wzlh fewer
resources, thus are trying not 1o include new sports like Ultimate in their
responszbzlmea (E -maz/ 3) :

This same individual went into further detail regarding the sport's relationships with formal
institutions:
[There is] increasing difficulty of finding sufficient field space in the
- prevailing neo-conservative regime of declining resources for frills like

sports, thus requiring accomodation 1o the bureaucratic institutions which
control those resources. (E-mail 3)

Understanding this.dil»erAnma méy explain the seemingly léw éf expectations level;
demonstrated by elite players for resources being put into their sport. As such, the
corresponding w.illingness. aﬁd ability to pay the costs of participating, which for
competitive players can approxima;e $3,000 - $4,000 in travel expenées alone, cﬁrrently

addresses this impediment.

Consequences of change: speculation as to the future of Ultimate

The purpose of this section is to draw on the data Wh'ich‘add_resse_d the
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consequences of a shift in direction toward an institutionalized, commodified version of
the sport. Consideration must be given as to how certain elements can be mediated with -

one another (i.e., traditional elements of Ultimate such as the Spirit of the Game principle

- in relation to outside sponsor interest and audience demands).

The majority of participants believed that the consequences of change would affect
the fundamental elements of the sport: 1) technical and structural elements of the sport

(e.g., rule changes, officiating, roster size, etc.) and, ii) cultural elements of the sport -

values, norms, meanings (e.g., player characteristics, shared values, etc.)

Technical and structural elements of the sport
The majority of participants in the study who speculated as to the future -
form of the sport and it's competition structure were of the belief that the sport

would undergo a distinct split.

1 think there is room for both views on the game. Many other sports have
two-tiered structures. The players on the pro golf tour have quite a
different reputation from the weekend golfers. Pro tennis players don't
follow the same rules...If a certain group of players wants to do something
different with the game, they shouldn't be harassed. 1 find it extremely
hypocritical that the (stereo) typical Frisbee player is liberal and sprouts
“off how the individual should have all these choices and rights, yet when
someone disagrees with his concepts, he tries to crucify that
someone. (E-mail 2)

‘The competitive tier would incorporate.commercial demands, become commodified and

embrace mainstream values and practices. The recreational tier would maintain existing

structures, including the role of Spirit of the Game, and would be true to the origins and

ideals of the sport in its grassroots form. It was felt by some that this development ought
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to be initiated by the administrators in the sport.

I suppose, 1 wzsh that "they" ("they" being the ones who shape the

" development of the sport and organize it, UP.A., WF.D.F., etc.) would
have a more open mind to changing the sport. for the better. Iwish that
making the sport popular, having more people playing, would be higher
on their agenda. 1 feél that, similar to other sports, there can be, ‘roughly
speaking, two tiers of play - competitive and grass roots - and that
agendas 1o promote each can be developed separately. This would
include the issues of refs, sponsorship, etc. (E-mail 2)

The split or formation of "two different alternatives" would certainly create

tensions and involve rule changes to accommodate the interest of outside parties including

sponsors and spectators. While the current lack of spectator appeal was identified as a

| barrier to change, participants in the study feel that it"will eventually be eroded. This will

involve further experimentation with rule changes: Although what participants seem less

certain about-is the effect of this change:

But I think that the more vocal people in the sport believe that changes 10
the rules will undermined that and in the long run will get rid of it. And 1
- really don't think that's true. (Angus, Focus Group 1) :

The context of this statement was in reference to a discussion about Spirit of the

‘Game and Ultimate"s unique character. The experimentation with rule changes on behalf

of the N.U. A is an examp]e of techmcal change Very few part1c1pants addressed this

dxrectly which may be indicative of the limited success the association has had. What this

implies is that this group of experienced players and administrators seem convinced that

there will be a fracturing of levels of play to create two distinct forms that will s'eerningly

adopt different ideologies, agendas and methods of playing the sport of Ultimate. This
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i undoubtedly be problematic. |

would be the product of responses and resistances to institutional pressures and will

-

_ Cultural elements of the sport

The domain of cultural elements refers to the shared social and subcultural aspe'ets

of the sport,' including participant characteristics, and the shared values, beliefs and . -

pract:ices which define the gneup. It was believed th'nt fhis domain will undergo dré.matie
chéngegiven a shift in direction. | | |

- The first area that is believed to undergo signiﬁ_cant change is the player makeup of '
the sport.  Focus group datizvi indvicated.that‘ thebdmmereial version of the sport, given its

different foci will _aftract a new kind of player.‘ This type of individual was thought to be

.attracted to the 'sport not because of its non-traditional or subcultural principles and

culture but rather by its athletic demands or elements conslist'ent with mainstream sport and

' dominant sport culture 'includi.ng_ the win-at-all-costs ethic. This player,x while probab.ly

being more athletic, will be more removed from the roots of the game and will have a

limited sense of the original ideals of the sport.

If there's a radical change in dlrecrlon we are gozng fo attract new
people 1o the sport and I think that those people who will be attracted 1o
~ the sport are going to be higher level athletes that are not going to smoke
dope before they go out and play I assume they won't. (Nma Focus
Group 2)

: Although this portion of the dialogue was fairly tongue and cheek (smoking

~ marijuana before serlous competltlon is extremely rare), the p01nt is well taken Gma s

- comment about the use of other commonly abused s_ubstan_ces drew laughterfrom the -
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groupi Several players believed that as the sport becomes higher in quality, with an influx
of top-level athletes, that this will make top'club teams very difficult to make. One player

“described the current situation in the spoft:. g

In Ultimate, if you are athletic, you can make an znternanonally
competitive team within two years, which is pretty unheard of in
mainstream spoz ts. (E—mazl 2)

With this shift in direction for at least one tier of the sport, there is bound to be
change in the shared values and incentives for new elite level players. Existing incentives
of peer respect and individual and team development were believed to become secondary

in the new form of Ultimate.

Yeah, the motivation will become extrinsic as opposea' to intrinsic

- because now we are not doing it for the cash, we're doing it for the
love of the sport whereas if there is money involved or a big prize then
there is a shift in motivation. I mean you may not want it to and there will
be teams that still do it for themselves and there is always that aspect of i1,
but when there is the lure of money people wzl/ change their attitudes.
(Joanne Focus Group 2)

As va]ues and attitudes change, as manifestations of the degrée of adherence to
ideals of the marketplace and mainstream sporting practices jncluding efficiency,
profitability and the \yin—at-all-costs ethiic‘,'thé behaviour of Ultimate players will miost
certz_iinly change. The amateur quality and ﬁnconsirainéd practices will be challenged or
compromiséd. This, participants believed, will create a new environment and culture that '
incorﬁing players must‘be socialized into. Nor.ms‘will reflect the culture of the COmmunity
as well As those values and'idealls.of the new kind of individual to be atfracted to the sport. -
“Deviant” practices inClUding drug use and disrespecting property 'will have to be curl:)ed‘,

These emerging norms will include behaviours consistent with a win-at-all costs mentality
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which is not currently as strong a force at the elite level.

We all like winning but that's not what we brought up. But I think that if
it does move in that more commercial direction or a much more win
_based direction that that will necessarily seep through, that's what's
- there....snarky games would have become that much worse, much more
wm-ar—all-cosrs (. ]oanne Focus Group 2)

[ can see it becoming much more of an individualistic sport (Nora
' Focus Group 2)

The tone of the focﬁs groups_seemed toAbev: one where participants seerﬁed grateful
for their association with the spo_:rt at this time in its history. Althdugh this was not
explicitly sfate‘d,_ timely commenfs such as "/ mazhrain that if you commercialize it you
might lose spirit of the game” (Nora, Focus Group 2) after haﬁng pr_ai.sed the virtues of
the pri.nciple and "when I stop having fun, I'll ;s;ZOp playing compétit_ively" >(Ginfc1, Focus

Group 2) leads one to believe that the future of the sport could look and mean something

very different than its current form.




' DISCUSSION ‘AND CONC'LI.JS.I‘ONSI _

From an institutional theory perépcctive; this study represents a case of.re.searching .
beyond the scope of traditioiial subjccts such as large organizations or multinational ﬁrms-
‘and into the co’mmunity’cf individuals V\iho have a stake in the d.evelopment of their sport
and itvs ofganization. Institutional theory has r_iiuch to oifferito' the'analysis of em.ergent
culturalr practices which are faced with the prospect of niaihstream acccptance(

The value of this persp‘ectivc .izvas n aiding with the identification and
undersiandirig of specific forces which cxist and act upon the Ultimate community. Oliver
(199‘1) in particular 'e‘mchasizedi the types of resis‘cances to institutional préssures, many of
which were active in this community. It 1s important to‘remémbcr that institutional theory
~emerged as an investigationinto:for:mal structures an(i institutional character in
'orgariizations (DiMaggio & Powell, 198_3); Institutional theory’s applicability io the case
of,Ultirriaie in North America 1S corripliriiented by the cons’ideration“of p.articipant’s beliefs
and opinions about iievelopment and change.

The organization of Ultiinate, while democratic in piin‘ciple, is not typical of highly
'buieau‘cratic sport orgamzationa. Thc uniquely fluid organizational s'tructurc, facilitated -
by the Internet as a popuiar means of communication, presents a different fori_n and
character than is typically studied in sport organization research (Clegg, Hardy & No'.rd, |
1996). .Clegg, Hardy and Nord (1996) noted that such forms are increasingly
characteristic of the postmodern age where technical change, and markéfcplace
deyelopnients and interdepe.ndencievs pave the way for less conventional structures. While

this style of organization is one which is not part of the legitimate mainstream sport order
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,4 (Slaék & Hiniﬁgs, 1992), it reflects a subcultural community and its ideas of how be;t to
rebresent itself and coordinate activity. |
Asa process which isfundamen»tavlly about individual.and group c’ovnformity, of
mind and body, any perspective must adopt appropriate coﬁsiderations for reseéfch

purposes.

T hemeaning end significance of the development of Ultimate .
A further contribution of this research is its emphasis ona partic'ulér relationship,
~one which may éeerﬁ obvious But is strongly érﬁphasized wifh the study of Ult.imlate n
.'North America. It is the relationship betweeh iﬁsfitutidnaiizing cultural pfactices_ gnd the
~ capitalist system which dominates our social existence and determines the development of
activvitives once they are within fhe‘ scope of the marketplace (Ingham & Hardy, 1984).
“Much of the theory infor_ming the framework of this study is based on research o.f
phenomena sueh as organizétional forms and structures whieh exist within z.1v capitaiist
system (Friedlaﬁd & Alford, 1987). This is consistent with theA taken-for;granted
aséumptions and consequencés of this system. Thé case of Ultimate provides evidence of
a subcultural community which at a level rejécts.manyl of the .ten'ets of this sysiem’.
Having emerged out of fhe 1960s and seemingly represehting-ideals of What
; originators believed sport ought to be, Ultimate centinues to ﬁave a strong sense of appeal.
for participants to that which is counterculture to the dominaht ideals and practices of
maihsﬁream sport. This relates to Frisbee’s is often association witﬁ the “New Leisure

—~

Movement” whose philosophy was cooperation, self-expression and anti-competition
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(Donnelly, 1985; Humphreys 1997 Kidd, 1995). Its uniqueness is further exemphﬁed by
- the recent mentionmg of Ultimate as a model for sport in a report by the Femimst Majority :
' Foundation (U.P.A. Newsletter, 1997 V17, #2) Wthh suggests that it might be a valuable
~ forum for the inVestigation into gender issues in a sport which, unlike mainstream
pra‘ctices, has consciously embraced and explored the political dimension of gender is_sues
within its framework and structuret | |

Ultimate’s emergence in North America coincides with what Morgan "(-1994)-
suggested was the development of the now heavily commercialized sport/e‘ntertainment'
industry. Heron (i991) s.uggested that conforming to the rational and technical values of
the capitalist system produces a loss of expressive, “nonfrational” values such as self-
expression' and cooperation. Participants’_ sense of jeopardy about existing ideals 1S
warranted given any tendency of change toward mainstream sport practices It is as
though many of those who have to date witnessed the changes of increased capital
interests in contemporary sport. (Morgan, 1994) (i.e., emphasis on marketing and :
merchandising, increased media coverage), vie.w their activity and community as existing
outside the capitalist determin'ed, marketplace. Participants use of terrns such‘ as f’] 'tl love
o sell out" (Angus, Focus Group 1) when‘ discussing the incentiyes outside of their sport
and culture are indications of a desire by some for a new direction. This sentiment reflects
a Willingness for stronger ties to commercial forces Sigmﬁcantly, these ties have even
been described as damaging and not in the best interest of the sport. These relationships '
however do serve the interests of many top competitive or elite players who seek new,

developments in their sport.
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The impact Qj‘_ forces affecting the 'di(ection of Ultimate: an institutional perspective ‘

| Ssott's (1995) three institutional vappsoaches, tﬁe sognitiv'e, normative and
regulatis/e, ailow fsr Classiﬁsation of“.the identified commu?ﬁty cha’rac;teristics and -
institutional sonsideratior.ls.. _Each_approach'e‘r'npha.sizes diﬁ’erentv characferistics of this
research which address fhe ldevelopmental proéess of Ultirh_ate. A cqglsitive approaéh
emphésizes the importance Qf the knowledge and other facefs of cognition of Ultimate
cofﬁfnunity members as to their situation in time and place.. The uﬁdverstandings on behalf
of the participant base of this study were most iikely enhanéed by their educational |
béckgfounds. Whereas cognitive theory empha»sizves the Unconscidus, taken—for-'gr‘anted
assumptions defining social reality (Scott,wl995), it seemed as though these aaté reﬂect.ed.
a group with a strong understanvding of its reality as pa_nicipants ina umqus spoft and
community. Their ability to articulate ideas about the sport’s development demonstrated
assurhptiohs sﬁrrounding the role of sportspersonship in Nofth American sport and what
the signiﬁéance of Ultimate is in the realm of team sports. The shéred understandings and
, beliefs which existed \surroundingvthe values of individual aufonorﬁy expressed in the self-
ofﬁciated game fér example, reflect the cultural fabric which characterizes the bommuﬁity.

-The Spirit of the Gaﬁs principle; while ;‘)artlly‘a credo of sportspersonship in the
community, serves an important technical function (i.e., enabling the sport to be played
without .referees).. Additionally, it has Bscome' the symbol, an objective realify which
sccording to Zucker (1977) provides a frameworlg of meaning to ths commurvnityi

Commonly heard language such as "he has no spirit" or a sarcastic "nice spirit of the

107



“game" exist as a means for others to exert influence and demonstrate their sense of

meaning, about sportspersonship and the activity in general.

The image of the sport and the existing “deviant” practices are two elements which

‘normative theory emphasizes and were identified as important elements in the

inSiitutionaiization of Ultimate. ‘Importantly, analysis of the data reflected much
satisfaction with the exisﬁng state of social norms when contextualized from within the
cdrﬁmunity. For éxample, it was only when discubssin’g a more commercial direptioh that
norms such as urinating in public or recreational'drug use weré criticized. This suggests

that obviously such behaviours have been accepted within the corhmunity. Given the

_existing value system such actions are deemed permissible and within the 'range of

practices endorsed by the community. However, in the determi_nation of acceptable
behaviour in the invstitut‘iénal order of mainstream sport, the perception is that t_he image of -
the>_sport must be different and pafticipants’ behaviour ﬁust b¢ like that of athlletes from
legitimate éports which is fypiéaily Acorb'lserva.tive and cbnstrained by trédition and authority
(Gruneau, 1983; Morgan, 1‘9941, Gruneau & Whit_son; 1993).-

The regulative approach brought attention to a critical result. There is a principle

- which is perceived to exist which determines the acceptance of a given practice within the

greater order of professional mainstream sport. It is that a sport must be spectator -

friendly and must have or create what is judged to be a suﬁ'lciently‘.la_rge audience or target

~market. Ultimate in its current form which emphasizes and displays values of cooperation

and sportspersonship has not achieved this. While these values seem to be essential ideals

of sport, they have not created or contributed to the emergence of a significant audience.
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The neceséity of having entertainment qualities which may in fact conflict with those very

qualities espoused by endorsers of sport may be an axiom or truth which cannot be

‘circumvented. Alignment with commercial demands represents a critical ingredient in the

mainstreaming of a sport and goes a long way to legitimizing the environment in which it

operates .(Bea_1‘, 1995).

The resﬁlts of this.‘stuvdybdo Suppi)rt M(;fgan's (1994) theory regarding the procéss
_of institutionalization as it eXi"été burrently in the North Ameriéan sport world. He
emphasized the degree of change and disruption of existing practices about the activity as.v
a result of powerful institutional f_orc_es.' As Morgan would have sﬁ;mised,-there is data

which indicated that capitalist interests could sufficiently influence the sport in order to

~ produce a different form and quality-of game. Rule experimentation done for the -purpose

- of making the éport spectator friendly and the ongoing player and administrator debates in

the community as administrators and players seeks a direction and possible mainstream -

- identity are evidence of this. While Morgan’s leftist perspective facilitated a critique of

capitalist processes, the case of Ultimate does demonstrate disturbing cbnsequences of the
process of institutionalization. Recall that many players seemed resigned to and prepared

to commit to a commercialized form of the game despite the fact that they felt it was

- detrimental to the sport ahd would profoundly affect the overwhelnlingly positive

~ experience of playing the sport currently, This sense of inevitability may reflect

recognition by participants of the influence of pressures of growth and commercial forces.
It speaks to the power of political and economic forces in influencing the development of

emerging cultural practices.  These forces have influenced the mainstream sport forms. As
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the data regarding the representation of mainstream sport suggested, participation in some
sports, with dominant sport cultures, provided an unsatisfying or pr'obl'ematic experience

for some participvantsv of this study.

The Signiﬁcanfie of resttances

The range of responées‘ to institutional pressures are based on research which has
typically dealt with orga_njzatioﬁal demands and their ‘rf.elation'ship‘ with employee -
considerations (Oliver, 1991). Organizational rlnembersv confronted Wifh the challenge of |
adhering to pressures would conceivaialy have al great deal at stake, that is nlmintaining '
employment or prof'_es'si’onal success. The nature of the Ultimat.e corﬁmunity .and the
manner in which it is brganiied featuring elected lbeader.shiﬁ and p.layer‘ ownership and
contfol creates a different dyn_amic. This situatién arguably features less at étake for
. participanté (i.e., volunteer employmént, leisure activity; thén typical organizations and
their employees). Howevér, the gommunity displays”resistances.’nojne the less. ‘Hall,
Slack, Smith and Whitson (1991) asserted that ihstitutionalization depends less on the
character of the activity and group but more on political and economic resources that
could be. mobilized by its practitioners and sponsor'sj This could be challenged based on
our knowledgé of this pafticipant community. Much resistancé can.bev linked directly to .
the c_hafacter- Qf the gréup including player values, behavioural norms and divided |
attitudes.

The resistances which characterize this community are similar to what Scott

(1987) had classified within his continuum of responées as moderate. The subcultural |




elements, counterculture identity and unifying sﬁared values such as r'esﬁect "with.in the

-_commun_ity rﬁay Contribufe to the m'a'nner.of response to institutional pressureé. A 1érge | ‘
and eaﬁéated community whiéh _placeé suc‘h Qalué on qooberation aﬁd Undevrstanding‘ 3
Would have seemingly lgss pbténtial for radiéai ;:hange than other communities such as the

' skatebéarding movement and its punk and anti-establishment roots (Beal, 1995).

' OrganiZatioﬁ for change is more diﬁcult with a geographicalily diverse population.
Additionally, there is sharing of perspectives and t’o_lerar\lc>e of c_ompeting perspéctivés,
wﬁich ‘might impede a movement for radical change. This from a community. which may
g‘enerally be older than 6thef counterculture sbort communities-such as skateboarding, one
w.hich is furth_er removed from its rebellipus, youthful angst and Anonconfornﬁist tendenéie's
(Humphréys, 1997).

Defiance, both of _the prospects Qf chaﬁge and stability, has been é characteristic
response of community members as suggested l;y dafa which referred to the N.U.A‘.
initiatives.and How this was interpreted by fhe community. As one fespondent noted: |

A good.eXample is seen by the number of rec. sport disc posts that
“condemn the N.U.A. for running tournaments with referees.... The players
that are resistant 1o change (knowingly or unknowingly) send the message

to society that Ultimate is happy to remain in its relative obscurity. (E-
_mail 3 - [rec. sport disc is an on-line Ultimate newsgroup]) '

" Conclusion: The compromised future of Ulﬁmate
. There is an obvious consideration which must be the starting point for any critical

analysis of the future of the sport. That is the sport in its-current form is a uniquely

appealing team sport which continues to grow rapidly and be embraced by new




recireation'ali and cc»)mp'etitive playefs alike. What is essentially being discﬁsée_d is change to
whatv has developed into an e'xist}ing success. Dvata suggeéted that many believe that
chaﬁge of a fairly drastic order is imminent. H_ow'e.ver, thé type of c‘hange. either alluded to
or propds’ed By participants of this study ig change which on the surfé‘ce seems £o offer
corﬁpromise but may in fact produce end~ products which are rﬁoré problematic. A
competitivé tiér with mainétream ideals aﬁd roles and norms, sifnilaf to the vision of the
N.UA, would be a radical contradictioh to the ré_creational tier which would rem‘ajn
- grassroots. Ad_vocafes suggést that this split wbuld :offerA agreeable alternatives to all
kinds of_ individuals. However, each Would foster its own culture, and iwith diﬂ’efent _
cultural sjlfstems én_d values, the entire commu‘ni.ty woﬁld have to rbeclzoncilevwith competing
| perspect.ives and agendas. The two different fo‘rmvs wdul_d offer very diﬂ'er_en‘_[ experiences.
.The community is one which 18 faéed with Ehallenge. 'vAs it is cﬁaractefistically
| cboperativé and'nolrl-c.onformist, members seek resolution through experimentation and
'disc.ussion.' The éo_mmunity has yét to erﬁbrace émd' possib]y' consequeﬁtialize the value of
cofnpromise, arguvably the ‘moist democratic forﬁl of response."‘ It seems as though_that .
with sport, compromise is aﬁ inevitablf: response mechanism (Oliver, 1991), a mediatiﬁg -
a fac‘tAor for any .co'unterculture practice (Beal, 1995, Humphreys,v 1997; Morgan, ,1994). : |
Humphrey's study Qf the cdmhergiaiizatibn of ‘snowboardinvg found_ that even a commﬁnity
which in general was supportive of a commercial direction as f'p_rbfeséiqnalism did not |
pose a tﬁreat to snowboarding's philosophy,'itv became é goal” (1997, p 1 52), faced sn!nch a
| challenge and cémpromi‘se.tc‘) cultural aspects of the éport: |

Snowvfboarding";s commercialization, like itsl professionalization, also

meant compromise...Snowboarding's relationship with capitalism, then,
consists of a maze of possibilities which are simultaneously restricting and
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liberating.... The relationship, however, is also dialectical: while the new

flexibility benefited snowboarders directly by providing a greater range of

accessible and cheaper boards and accessories, as well as mediating

tolerance, snowboarding provided capitalism with a new source of styles

to exploit. Post Fordism also facilitated capitalism's appropriation of

snowboarding styles, meanings and values. (Humphreys, 1997, p. 152 )

While this commercialization has occurred a number of times recently with
activities such as skateboarding and mountain biking (Beal, 1995), there are few. cases
where there is a team dimension involved. This introduces a very different dynamic to the
process. The considerations are obviously not only at the level of the individual but at that
of the group. Player considerations in this Study addressed “group” elements as integral to
the experiencé of playing Ultimate. For example, cooperation and the social nature of the
community were importantly collective elements and significant characteristics of this
group culture. Top-level athletes in individual competitions have been socialized through |
a different system and structure emphasizing different elements and would likely adopt.the
different values of this system. Additionally, the dimension of communication that exists
within a group with common goals permits discussion regarding developments which . -
affect them individually or collectively.

A new commercial form of Ultimate at the elite level (Figure 5.1), regardless of its

relationship to grassroots activity, ultimately will be the most visible and accessible for the ,
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COMPETITIVE STRUCTURE OF ULTIMATE IN NORTH AMERICA
Level = - Current structure (Amateur)

North America

Recreational major league season in summer
. _coed; emerging women’s leagues

Compeltitive tournaments
-mostly'in U.S.
-unsanctioned and sanctioned events
-very limited sponsorship

Major Competitions

Canadian National Championships
-C.UP A regulated

" -3-4 day event
-minimal qualifying

Future structure (Commercialized)

North Amierica

major league season in summer : . .
coed; increased popularity of both coed and women’s only leagues
facility and field availability primary concermn

showcase tournaments with officials
-private sector sponsorship
-U.P.A. administered; role of N.U.A?
-invitation only, cash prizes

Competitive Professional League
-east/west division; city teams
-weekly games (minimum)
-could be modification of U.P.A. series

U.P.A. National Championship Series (over m.i weeks)  U.P.A. Competitive Series

-Sectionals :
-Regionals ‘
-Nationals

-modified to reflect elite level needs
-demanding qualifying

Note:. The following diagram is a representation of the current and possibly future structure of Ultimate in North America. Because of the great many forces
and factors which will affect the development of the sport, it is extremely difficult to predict the path of Ultimate with much accuracy. This diagram reflects
the data of this study and my knowlege of the competitive structures of the sport. It features increased relations with sponsors, the use of officials, and

treatment of the sport as a commodity much like mainstream sport forms.

Figure 5.1 Competitive Structure of Ultimate in North America
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consuming public. If the sport appears juist like other mainstream team sports, it iyill likely:
exist as silch in the niinds of th¢ masses. | This reality will be constructed based on t}ie
: ’e'xpérience wit}i zi given form of Ultimate and for many, given accebt'ancelinto the o
| mainstream, this will be communicated via popnlar rnedia._ T}iis' will involve the
tedeﬁnition of rules or code for this version of t}te game (SacCo, 1988'). incliiding a,
different foundation on which to. legitimize the 'new. form of Ultimiit_e.
| This alignmént with dominant, institutionalized sport culturés is d'eeply‘connvected
with capitalist ideology and therefore reinforces the lived practices', and experiences not of
the traditions and philosophy of [-Jltimate and the counterculture .but rather of advlanlced' '
vcapitalist relationé (Beai, 1995). In ordet to achieve cultural integration with the broader
" North American Ultimate community, this group of participants would hlavetq overcome
prejudicial beliefs that a ne_wly organized sub-gronp/division has nothing to offer to the
sport and greatet community (Partridge, 1982). We have seen evidence of this in the
criticisms of the N.U.A. and the fact thgt they have.struggled to launch a successful series- .
of tournament épmpetitions. In the case of Ultirnate in North Americzi, this involves
reducing the pe_rceivé_d threat to grassroots Ultimate which wonld.' still be the form piayed
by the tnajority of North Arnerican players. As participants in this study have
substantiated, the originél idettls of the sport are.highly vttluedt oné t:an only connlude
that the playing out of mtiltiple desires, from rnembers with vttrying perspectives, will"ne

,. problematic and threaten the existing character of Ultimate and its North American

community.
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Recommenddtions_for future research
Thisvstudy in'many ways iepresented an attempt to forge new ground both from a

| theofetical_ and practical standpoint. _Thils research was one of the few e_xamples of an
institutional perspectiv_e being used to :contribute to‘ our understanding .of emerging or

‘ ex1st1ng sport forms and possibly to predict their future development Additionally, it
‘appears to be the first maJor study in North America devoted exclus1vely to the sport of
Ultimate and its community of participants. As a result, there are many opportunities for
future _'researcherswith respect to methodology, applications of theory and accessing
members of sport suhcultural communities.‘ The following.is a list of recommendations

which are a result of the findings of this study:

1. Research into the process of institutionalization of Ultimate in different
countries, under different political and sport delivery systems, is needed.

A co.mparative approach investigating the broader implications of the significance.
of Capitalist tenants and practices and their inﬂuen‘ce as contrasted vyith a Socialist method -
of delivering services and creating institutions. lior instance, the North American
development of the sport has been radically different from the development of the sport in
Sweden where it has been embraced by the government_ funded sport delivery system. As
a result, that community has been faced with different challenges than the North American
connnunity‘vuhich is struggling for_a future form and.identity tor the snort within or

outside its commercial mainstream..

" 2. There should be more empn ically based studies of counter culture or
alternative sports, particular Iy team sporis.
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Frp;r% ithe review of literature on sport subcultureé, little w’a‘s found i‘n the way of
research which gavé voice to the ﬁarﬁcibaht_community th‘at ‘is involved in fhe‘.se
meéningﬁll and poWerﬁ;l cultural practices. While the mos.t usgl_ﬁll'lmat_er‘iél came from
, Beél (1995) aﬁd "H_umphrey}s (1997), both lacked a parficipaﬁt pe‘r‘spectviv‘e.su.ﬁ'l.cient' to
lend cre'dibili';y to strong statéments anvd 'répfesentations_of the cultures or subcultures of
study which 1in this case were ékateboérding and snowb‘oarding respectively. I believe that
by emphasizing paﬁicipant’s’ sehtiments and experiences we are offgféd a perspective, an
_insigﬁt into their _cdnstructed realities, which is necessary in the Study of sport frbm a
cultural or institutional paradigm. .Additio‘nall“y, thi.s would contr_ib‘u't'e to the legitimization

and value of the study of sport as a telling and meaningful social and cultural practice.

- 3. More studies should incorporate insliluli'ona_l theory or institutional
perspective into their framework when studying the change or development of a spori
Jform. :

Inétituﬁénaj theofy does provide valﬁabl_e insight intQ'th'e tver‘.;den‘c;ie's of "
‘organizations and individuals. It is particularly relevan.? during a change or developmental
pfo_cess whereby groups or-individuals ml-,lSt contend with the pbwer ahd influence of
' 'existing and do’minant_(institutionalized) préétices and structures. This 1S parﬁcularly .
relévant ffoma Sporting context given thét contempofary mainstfeam sport is now ﬁlsed
with the entertai.nmeﬁt indusffy and has aligned itself with the values énd culture of this
d‘omain. | |

The combining of voices of organizational administrators and participants of the
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sport was a technique that was inspired by the institutional theory framework. Further use |
of this approach might uncover compelling consisténcies or discrepancie_sibetWe'e,n

philosophies and practices. of similar groups in other sports.

4. More research is needed which is concerned with the meaning and experience
of participation in sport in terms of: i) Gender differences and, 77) A ge or generational
differences .

i) Gender differences

The focus group uiscussiohs revealed evidence 6f different values and motiizatio_ns
for competing in the sport of Ultimate at its highest level. Further research ought to
- consider thé relationship between t_he. male dominated, professional world of sp(irt and
~ how that influences the “reality” of participunts. This recommendation is based ori the
data which suggestéd that the men identified with the prot‘essionalization and
commodification of Ultimate diff_erently than the women who concentrated én’ptiier
élements of the.‘ development of the sport such as th'ev‘social aspept and its importance to

the group. | S o : -

ii) Age or generational differences (historical perspective)

Future research on the sport va Ultimate, particularly work employing a
si)c1olog1ca1 or cultural perspective ought to concern 1tself with the 51gn1ﬁcance of the
ages of participants of the study. The opportumties for entry into the sport hai/e grown
along with the gzime's popularity. There wzis some evidence that players socialized

through recreational, coed league play were older and had a different appreciation of .
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Ultimate's traditional ideals than those who were younger and may have entered the sport
via competitive high school or college teams, Perhaps a study employing a historical
perspective, to uncover differences in values and attitudes and whether they have changed

over time, given different means of entry'info the sport and culture, is warranted.
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Appendix A: Letter to the UP.A.
Dear Ultimate Players Association,

I am a graduate student in the School of Human Kinetics at the University of British
Columbia and am working on a research project for my Master’s thesis on the
institutionalization of Ultimate in North- America. My research seeks to identify the
pressures and forms of resistance influencing the future direction of the sport and the
significance of this in terms of the experience of Ultimate. The title of my research project.
'1s: The Ultimate Alternative: A studly of the institutionalization of an emerging sportlng '
practice.

My study requires the involvement of members of the Ultimate community. In particular,
‘two groups have been identified that I need your assistance with. Three individuals who -
originally founded the sport and 15-20 current key decision-makers or leaders within the
North American Ultimate community will need to be accessed. Three founders will be

" interviewed by me (possibly over the phone) and current key leaders will be asked to
participate in e-mail discussions about the future of the sport.

The following criteria have been established for the respective groups.

Founders (interviews with three individuals):

Relation to early history: must have been part of the foundmg body (located in -
gNew Jersey)
2. Influence: individuals’ impact and contribution to the conception and early
development of the sport as determined by the U.P.A. staff with consideration of
time involved and level of contribution

Key decmon makers (e-mail dlscussmns with 15-20 individuals)
. Current position: must be a team captain of a competitive, tourmg team or
must be a representative on one. of the Ultimate associations (U.P.A, C. U PA,
N.UA) , : S
- 2. ACCCSSlblllty must have Internet access; address known to the UP.A.

page I'of 3

126




The purpose of this letter is to request your assistance in identifying and contacting
potential participants. Any information you could provide would be extremely helpful.
Please contact me at mj@unixg. ubc.ca with a list of potential Ultimate founders and key
~leaders. A summary report of the study will be sent to the association as a resource for
the Ultimate community. . The docurhent may prove useful as its findings could have
_ ‘1mphcat10ns in mﬂuencmg pohcy or practlce regardmg the administration of Ultlmate

" Thank you,

Mlchael Fll"th MA student
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mailto:mj@unixg.ubc.ca

. Lhave read the attached letter of consent and have received a copy of it for my ﬁles I
understand what is requested of the U.P_A. in the study entitled 7he Ultimate Alternative:
A study of the znsntutzonahzatzon of an emerging sportzng practice. :
I’CONSEN,T te‘ partieipate and assist with research ijectives in the study. |

Organizational Position: . - . Signature:

Date:

1 DO NOT CONSENT to participate and assist with research objectives in the study.

. Organizational Position: ~ Signature:

Date:

. . page 3“Qf 3
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1 have read the attached letter of conSént and have received a copy of it for my files. 1"
_ understand what is required of participants in the study entitled The Ultimate Alrernatzve
A study of the institutionalization of an. emergzng sportmg practzce

" 1 CONSENT to participate in the study.

~ Signature: _ Date:

I DO NOT CONSENT to participate in the study.

‘Signature: . § Date:

page 2 of 2
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, Appehdix C: _DocumenfAﬁalysis»Sources-. .

_ Sources for Document Analvs1s

1 Ultlmate Players Assoc1atron Newsletter 1994 1997 Pubhshed by the Ultlmate

Players Association, Colorado Springs, Colorado:-

“(Note: This newsletteris closer to a trade journal or magazine than what is commonly

understood asa newsletter Each issue is approxrmately thlrty pages ) -

2 Ult1mate Players Assocrat1on Ninth edmon rules 1996 Pubhshed by the Ultlmate '

Players Assoc1at1on Colorado Springs, Colorado
3 Disc Dr1ve Al Zagorra Star Ledger July 30 1997 p 57-58.
4 Orrgmal Fr1sb1e S Polk Yale February, 1996 p. 46 48

- 5 Th1s is ametaphor Z Gartner Georgza Srrazghr August 1992 V26 #1285
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Appendix D: F oéus"Group‘ Questions

Focus Group Questions

1 Hovr1 were jour irltroduced.to the sport' of tUltirnate'? N
B 2 What 1mt1all}r attracted you to the sport'? |
3 ,What is your motlvatron for playmg the sport competltrvely?
4. )How 18 Ultrmate dlfferent from other mamstream team sports‘7 -

s, Some feel that Ultrmate should mamtam 1ts roots while others feel 1t should become -
~ more, 11ke tradmonal team sports in order to. prosper What are > your views on thrs debate" L

o 6 Do you foresee the meanmg of Ultlmate changmg over t1me‘7 If so, what 18 the
_51gn1ﬁcance of thls potentlal change" ‘ S




Appendix E: E-m‘ail questions

E—mail discussion questions

1. What are your feelmgs about how the sport has developed and
evolved i.e., the quality of the sport, the manner in which it is
orgamzed and administrated, etc.?

2. How would you compare: competmve/club Ultimate with other :
. traditional or mamstream team sports?

3. Some feel that Ultimate should maintain its roots and continue

to develop as it has while others feel it should become more like
traditional team sports in order to prosper. What are your views on this
‘debate as 1t relates to the future of the sport?

. 4. Do you foresee the 51gn1ﬁcance and meaning of Ultimate for
* competitive/club players changing over time i.e., motivations, rewards
dissuasions, etc. :

5 What is pushing and/or resisting the sport to change i.e., both forces
‘within and. outside of the player community? ’ ' ‘

6. The following issues have been identified as significant in the
" development of sport forms either from related literature or research as.
part of the study. Please comment on the importance of each, if '

applicable, to the North American Ultimate community. 1f you have
additional issues you ‘wish to speak to, please include them.
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Appendsz :Yheme"inde"x tree

Déta Analysis Index Tree: Framework for c_hange’, Ce

Background of
study participants
ULTIMATE -
COMMUNITY.

- Pressures .| 1 Resistances

‘Growth/ . Commercial * | | | Playervalues | | |Lack of spectator
" popularity | | market forces andnorms ||| appeal |

—— ~Image - | | | Developmental
Marketing of ~ o _stage of sport
Ultimate - —

| | Administrative | || Status of sport
‘1" inadequacy delivery system

Countercutture ‘Mainstream

Player - ||| = Identityy
Autonomy | [ | character -

T Spirit ofthe - | | | Sportsmanship
. o R SR Game

Representation of il
| mainstream sport |
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Appendix G: Data éna1ysis_examp1e5

FOCUS GROUP DATA: Major themes and subthemes

-'1.

ﬂculture'(org )/community (demographics, characteristics)

'-grass-roots e g. Horlds Ml? concerns. qrowth, socialisetion
‘M8 . '

_shared elements M1, Ml11: infor-ality M4, us, uio, attitudes

/values M17, W10, norms (deviance) M17;

‘cooperative/supportive M19, Wi; counter culture H22,.

inclusiveness Wl, W3; love W3;: eocial nature M4

: -SOTG (1ike the sport's lission stateuent outlininq espoused .

values and norms) M4 sportsmanship/respect w3, W7, Wil

(denoqraphics > racial M20, H21, educ/intelligence w3,'
changing w12) -

2 Ownership/control of sport. organization and structures '
includinq officiating and coachinq ' - , .

-M4, M7, behaviour changes M8, u1o, Bll

:'-links with formal institutions e.g. College MS, M12

_—player control M20, autonomy W7 (SOTG); coaches USV

3. Motivations/dissuasions or pressures/rssistances
(intrinsic/extrinsic) _

-athleticism; competition, ind)team.dev.auz,;speer

~ recognition M19

-money M6, M13, W6, ideal M15; commercialization M5, WS/6,
W10; "Americanization" M17, t.v. /entertainment/marketing :
M17, M18, M22, W9, W13 :

'-out81der demands .e. g. sponsors M7 packaging WB

“-dissuasions wZ, finances w4 awareness w4 current’ rule

structures e.g. speed of game M13, and resulting norms,

_counter culture M22, w11

g-legitinacy M18, M21 w11 vs. anonymity H19, image w4/5

4. Alternatiée or'non-traditional status: elements.

.é;"hook".nz; "unique" M11l, W7; “a sport is a sport..." Mll,
*"pure" W2 - ' _ ' : S '

- 135




