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ABSTRACT  

Risk is an increasingly important factor of our modern society, but that does not mean 

that risks have become higher today versus any other epoch of human history. 

Especially in the developed world, risks have been progressively lowered over time. In 

opposition to the declining risk in everyday life of our modern society, there seems to 

be an apparent increasing prevalence of risk-taking in our leisure pursuits. More people 

are willing to take unenforced risks and the fast growing development of adventure 

tourism is a good example of this.  

 

The main purpose of this thesis is to create an understanding how service providers of 

dangerous activities manage the balance risk and safety in interaction with their 

customer. Our research objective is to obtain an understanding of risk management 

practice in a context with the potential physical risks inherent in adventure tourism. The 

organizational structure for a service provider in extreme environments can be similar to 

a temporary organizational structure and can therefore be seen from a project 

management perspective. 

 

This research is conducted through a qualitative case-study, which was carried out in the 

context of a mountaineering expedition in the attempt to summit Mount Everest. Our 

empirical data are gathered from a database created by the research project Extreme 

Environments – Everyday Decisions (Triple ED). This database contains numerous 

transcribed interviews, tracking records, and field notes that was used in order to 

interpret and analyze the expedition and encounters happening during the process of this 

mountaineering expedition.  

 

Our empirical findings suggest that management of a balance between risk and safety is 

highly dependent on honest communication. Educated personnel that have the 

experience and knowledge necessary to manage an expedition or group in a similar 

setting are another key feature. Furthermore, managing a balance between physical risk 

and safety is an on-going process in the context of adventure tourism with a large 

amount interaction between the service provider’s representatives and their customers. 

For these reasons, the building of a well-functioning relationship between the 

incorporated strong stakeholders is of importance when balancing risk and safety in a 

dangerous activity with inherent risks for physical harm.      

 

 

 

 

Key words: Adventure Tourism, Risk Management, Service Promises, Customers 

expectation, Flow and Peak Adventure. 
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DISPOSITION 

Chapter 1: This introductory chapter provides an insight into the problem background; 

risk management and the balance between risk and safety in dangerous activities. This 

chapter will present what researchers, so far, have concluded on the subject and a 

discussion that introduces the framework for risk acceptance of dangerous activities, 

leading towards the problem definition and research objective of the thesis. 

Chapter 2: This chapter describes the methodological considerations that have guided 

the process of this thesis. By explaining our preconceptions, research philosophy, 

method approach, and choice of design, our intention is to facilitate a critical 

examination of the material that is produced. The academic starting point concludes 

with a reflection on the theoretical frame of reference acquisition. 

 

Chapter 3: The purpose of this chapter is to provide a deeper understanding of the 

industry of adventure tourism together with an overview over a mountaineering 

expedition in order to prepare the reader for the empirical presentation. 

 

Chapter 4: This fourth chapter presents a theoretical frame of reference that will 

highlight academic discussion on firstly, the relationship between a service organization 

and its stakeholders. Secondly, an explanation of practice and exercise of Risk 

Management within the adventure tourism context are disclosed, thereafter a review 

over the psychological framework and the participations motivation for adventure 

tourism will be discussed. Lastly, the presentation of relevant literature and theories will 

then be summarized in the theoretical frame of reference used in this study. 

 

Chapter 5: The aim of this chapter is to describe the practical methodology; the choice 

of case and what methods we have applied to the empirical data. Moreover, it describes 

what methods we have used when selecting relevant empirical data and how the 

empirical data will be presented. The final part of this chapter will explain critical 

considerations we have made during our data collection process. 

Chapter 6: This chapter will be divided into two main parts; ‘Acclimatization period’ 

and ‘The Summit Push’. We will present the empirical data in the first part that include 

a shorter analysis throughout the text. In the second part, the empirical data will be 

presented following milestones of a Mount Everest expedition with an analysis after 

each trek. 

Chapter 7: The purpose of this chapter is to present a discussion of the empirical data. 

This chapter also includes empirical findings. The discussion and finding will be 

performed with the theoretical framework in mind. In this chapter we aim to take the 

analysis a step further to link events and identify patterns from the empirical data. 

 

Chapter 8: This chapter will contain what concluding remarks we have been able to 

draw from our empirical investigation in this thesis. We will summarize our findings 

about important aspects of how a service provider should practice and implement risk 

management techniques in order to create a balance between risk and safety while 

providing dangerous activities with inherent physical risk exposures. Furthermore, we 

will also describe what theoretical and practical contribution this thesis may contribute 

to, and then suggest areas for future research directions. Lastly, we present the truth 

criteria used for this study.   
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1. INTRODUCTION                      
 

This introductory chapter provides an insight into the problem background; risk 

management and the balance between risk and safety in dangerous activities. This 

chapter will present what researchers, so far, have concluded on the subject and a 

discussion that introduces the framework for risk acceptance of dangerous activities, 

leading towards the problem definition and research objective of the thesis. 

1.1 BACKGROUND  
Risk is an increasingly important factor of our modern society, but that does not mean 

that risks have become higher today versus any other epoch of human history, 

especially in the developed world, the risk has been progressively lowered over time 

(Lipscombe, 2007, p. 13-14). In opposition to the declining risk in everyday life of our 

modern society, there seems to be an apparent increasing prevalence of risk-taking in 

our leisure pursuits (Buckley, 2012, p. 961). More people are willing to take unenforced 

risks and the fast growing development of adventure tourism is a good example of this 

(Carter, 2006, p. 318).  

Risk is a term that is used universally with different meanings attached to the term by 

different audiences (Kloman, 1990, p. 202). Hillson (2005, p. 5) claims that the word 

risk originates from the Italian “risicare” that can be translated “to dare”. When asking 

people to name a context where risk is significant they would probably name situations 

that involve physical danger such as mountain climbing or skydiving, others might state 

gambling situations such as horse racing, online poker or even the stock market as being 

particularly risky (Lipscombe, 2007, pp. 3-4). Even in everyday activities such as 

driving a car in the morning or crossing the street, the presence of risk is almost 

inevitable. According to Kaplan and Garrick (1980, p. 12) the notion of risk involve 

both uncertainty and some kind of loss or damage. Furthermore, they state that the 

meaning of risk can be expressed by “possibility of loss or injury” and the “degree of 

probability of such loss”. 

Risk is a word frequently associated with negative consequences, leaving an individual, 

group or organization in a worse position than before the choice of handling a risk or 

taking on a risk at all, so potential of loss is dominant over the potential of gain (Alberts 

& Dorofee, 2010, p. 8; Lipscombe, 2007, p. 4). Underlying this approach is a view that 

risk is something to be avoided or at least mitigated (Ryan, 2003, p. 55). For most part 

of human history, danger and fear were inherent in our daily lives and we have needed 

to confront those dangers and fears in order to survive (Lipscombe, 2007, p. 4). At the 

same time, many of these daily hazards have been suppressed in the modern society in 

foremost the industrial develop part of the world today, the need to take risks in order to 

gain food and shelter is not that vital anymore (Keyes, 1985, p. 1264; Lipscombe, 2007, 

p. 4). We can see, the recent emergence of social security and welfare state do not wash 

away the human desire to engage in risky activities (Lipscombe, 2007, p 13). Buckley 

(2006, p. 1) acknowledges that in a time when societies become safer, the attraction to 

engage with risk, especially in the context of leisure activities such as adventure tourism 

are increasing. This is one reason why adventure tourism is the fastest growing segment 

in the tourism business today (ATTA, 2011, p. 3). In 2010 it was estimated that 26 % of 

the trips taken around the world in the tourism industry includes an adventure travel 

component and if the growth continues according to that pattern, adventure could be 50 

% of all reasons to travel by 2050 (ATTA, 2011, p. 3). The consumers of adventure 
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tourism have a tendency to be active, young, educated thrill seekers that spend large 

amounts of money in their cravings for adventure (Christiansen 1990; Swarbrooke et al. 

2003; Tsui 2000). In the context of adventure tourism, service providers have to practice 

risk management similar to any other branch, aiming to focusing processes adopted to 

protect the organization from something happening that will have a negative impact 

upon objectives of the business (Standards Australia, 2004; cited in Lipscombe, 2007, p. 

14). However, provide services with potential risk exposures and uncertainties which 

can have a negative effect on customers’ health and well-being have to practice 

additional risk management techniques that include protecting customers from physical 

harm (Palmer, 2009, pp. 333-334; Fletcher, 2009, p. 16)  

 

Fullagar (1996) presents various types of risk management strategies who seek to 

minimize different categories of risk. These categories can be summarized in legal, 

moral and ethical, financial and physical risks. Even if legal, moral and financial risks 

are very much present in the business of adventure tourism such as any other type 

businesses, the potential risk of physical harm towards the customers who purchases the 

service of adventure tourism activities are much higher than other areas in service 

businesses. This is recognized by Lipscombe (2007, pp. 14-15) who claims that in 

adventure tourism there is an urgent need for adequate risk management aiming to avoid 

incidents of adverse consequences since they can involve serious injuries or even death. 

Adventure tourism activities are associated with meeting a challenge, beating the odds 

and experiencing full freedom and choice as well as being responsible for one’s own 

actions with the threat of physical injuries or death lying around the corner (Buckley, 

2012, pp. 963-964; Lipscombe, 2007, p. 13). This is described as the ‘rush’ that the 

participants seek in situations like unleashing a parachute or correct foot placement 

during rock climbing (Buckley, 2012, pp. 966-96). But at the same time, when things 

actually go wrong, we live in a society with social and legal climate where the need to 

hold persons accountable are salient (Lipscombe, 2007, p. 13). Agencies and tour 

operators always fear litigious consequences when accidents and misfortunes occurs 

(Douglas, 1992, cited in Lipscombe, 2007, p. 13). Take, for example, the famous and 

publicized mountain-climbing disaster on Mount Everest in 1996 (Kayes, 2004, p. 

1267; Hällgren et al, 2013, p. 83), the death of six students and a teacher on an 

adventure trip in New Zealand (McMahon, 2008), the canyoning accident in 

Switzerland in 1999 with 21 deaths (Dodd, 1999) just to mention a few.  

 

Cloutier (2003, p. 248) states that since adventure tourism is a customer service 

industry, it means that the focus of a company operating in this branch should 

emphasize its product development on how this product is presented. This is largely 

driven by customer needs and desires. Due to the fact that the core business is about 

customer service, the staff that comes in direct contact with clients must focus on 

providing an excellent service (Cloutier, 2003, p. 248; Grönroos, 2008, p. 343).  

According to some researchers risk can somehow be considered as the “core attraction” 

of the adventure that the customers are buying (Lipscombe, 2007; Ryan, 2003; 

Swarbrooke et al., 2003). Others mean that risk is just an unwanted consequence of 

personal perceptions of adventure and emotional states, such as flow 

(Csikszentimihalyi, 1992), or rush experiences (Buckley, 2012). No matter what the 

underlying reasons are for participation of adventure tourism, risk of physical injuries is 

inherent in the business. While the physical risks inherent in adventure tourism are 

presumably ‘managed’ by the company offering adventure services and activities the 

industry poses additional risks (e.g. psychological) that may be mismanaged, or 
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overlooked entirely (Collins & Collins, 2013, p. 71). Although adventure recreation 

involves the deliberate seeking of danger or risk, research indicates that adventure 

tourists only seek the perception of risk to the extent that they feel simultaneously 

protected from various forms of risk by operators (Collins & Collins, 2013, p. 72).  

Holyfield (1999, p. 28) states that ‘safe adventure’ should be provided by adventure 

tourism operators. But as noted above, adventure tourism is generally defined by its 

large presence of physical risk. Safety can be defined as the absence of risk and can 

thereby be regarded as a contrast to what some researchers claim to be the “core 

attraction” of adventure tourism (Fletcher, 2009, pp. 11-13). But as we envision, some 

researchers acknowledge that the real risk of physical injury is just an unwanted 

consequence of trying to experience psychological states of rush or flow by overcoming 

the physical risk exposures in a safe way, that is the essential attraction which customers 

seek in adventure tourism. Preparation, training and assistance in order to be able to 

control the risk of physical injury is what in this context can be regarded as providing 

safe adventure from a the service provider e.g. tour operators point of view. Based on 

this argumentation, Holyfield (2005, p. 175) claims that “a balance between risk and 

safety” must be established in adventure tourism.     

 

According to Cloutier (2003, p. 257), risk management is about choosing appropriate 

techniques for dealing with the hazards that the business could face. This creates a 

challenge for the service providers that have to be dealt with by balancing risk exposure 

versus control of risk towards the clients (Lipscombe, 2007, p. 20). Adventure tourists 

pay for risk recreational activities (Breivik, 1996; Page, Bentley, & Walker, 2005), but 

adventure tour operators aim to protect clients from ‘real’ risk in order to avoid illness, 

injury, medical and legal cost and poor publicity (Buckley, 2007, pp. 1429-1430). 

According to i.e. Priest & Gass (1997) and Wilks & Davis (2000) a risk management 

strategy can be based on a strategy matrix. This matrix is based on the frequency of 

potential risks within an activity or setting. This matrix enables tour operators to deal 

with various categories of risk. The components are:  

 Risk retention: acceptance of loss by the operator/agency; 

 Risk transfer: the use of insurance to cover infrequent but potentially costly 

accidents; 

 Risk reduction: the adoption of ‘best practice’ to keep accidents a minimum; 

and 

 Risk avoidance: eliminating those things which are too risky   

(Priest & Gass, 1997; Wilks & Davis, 2000).  

 

According to Williams and Soutar (2009, p. 413), most part of the research that is 

conducted in the field of adventure tourism have been aiming to contribute to leisure 

science, adventure education specific to adventure tourism. Various psychological 

studies (e.g. Florenthal & Shoham, 2000; Le Breton, 2009; Laurendeau, 2011) have also 

investigated the association of risk with adventure and persons’ coping mechanisms in 

risky situations, concluding that personality is a true indicator of why people choose to 

engage in risky activities. Previous research has also contributed to the understanding of 

motivational aspects of pursuing adventurous activities (e.g. Martin & Priest, 1986; 

Jones et. al., 2003; Buckley, 2012; Beckman, 2013; Carter, 2006). As described above, 

the link between adventure tourism and risk have been highlighted and it is reasonable 

to suggest that risk is part of motivators but not the crucial incentive for customers for 
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adventures activities. The discussion above should provide a justification for this and 

has led us to a discussion concerned with the balance between risk and safety. How can 

a service provider of potential dangerous activities at the same time managing risk of 

potential physical harm? How the psychological experiences managed and what are the 

impacts of the risk management strategies on the quality of the experience?  

From an organizational point of view, risk management is an integrated part in most 

businesses and different risk management techniques have been studied in various 

contexts. Some relevant research connected to this area exists, for example Hollman and 

Forrest (1991) have developed a model of how a risk management process should be 

carried out in a service business. This research is highly relevant in the context of 

adventure tourism since providing adventure activities are classified as providing a 

service. Still, one could argue that this model is not sufficient enough considering it 

fails to include the costumers’ motives for engaging in the activity. Furthermore, 

Lipscombe (2007) has conducted research to gain further understanding about how to 

exert risk management when also considering an adventure ideology of taking risk 

which might cause physical harm. Cloutier (2003) as well as Callander and Page (2003) 

have also addressed this matter. Those contributions have foremost illustrated statistics 

and the unique context of practicing risk management in the adventure tourism industry. 

We have not been able to find studies which investigate how risk management in 

adventure tourism is practically implemented in order to protect customers from 

physical harm in the sometimes dangerous activities that are inherent in this business.  

However, adventure tourism activities is not the only industry were potential physical 

risk is inherent in the setting of dangerous activities. Businesses like large night clubs 

and discotheques can provide a dangerous environment where physical harm to 

guests/customers might occur due to the consequences of consuming alcoholic 

beverages, narcotic substances and hearing loss because of the high volume of music 

(Martin, 2001, p. 145; Bellis et al, 2002, pp. 1025-26; Vogel et al, 2010, pp. 737-38). 

Theme parks are another example of this, where small children or people with 

overweight might risk physical injuries while riding roller coasters etcetera (RPA, 2005, 

pp. 1-2). When leaving the service industry and the perspective of service provider 

versus customers, another example where exposers for physical injuries can be 

considerate to be high are working environments, including building and construction 

projects, fishing industry, oil platforms, military training and execution of different 

military missions (Jones et al, 1993, p. 197; Smith, 2001, pp. 3-4; Hull et al, 2002, p. 

433; Abbe et al, 2011, pp. 106-07; Leung et al, 2012, p. 156). What these industries 

have in common is the presence of a high level of potential physical harm. Even if a 

service provider of potential dangerous activities, have a responsibility to protect 

customers, as far as possible, from physical harm, one can argue that this responsibility 

of implementing proper risk management procedures is applicable to an employer’s 

responsibility towards their employees as well from an organizational point of view.   

The organizational structure for a service provider of dangerous activities can be similar 

to a temporary organizational structure (Hällgren, 2007, 2009; Kayes, 2004, 2006). The 

activity provided by an adventure tourism organization can be understood from a project 

management perspective. Operations are based on routines, plans and experience 

(Aegerter Alvarez et al., 2011, p. 972; Hällgren, 2009, p. 95). An expedition in an 

adventurous setting needs to manage transportation, stakeholders, and clients in 

similarity to project management (Hällgren, 2009, p. 95). An expedition leader’s role is 
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similar to a project manager’s job (Hällgren, 2009, p. 95). Furthermore, the activities 

meet the basic definition a temporary organization or a project: 

 

 “A temporary group activity designed to produce a unique product, service or 

result” 

 “…it has a defined beginning and end in time, and therefore defined scope and 

resources” 

 “…unique in that it is not a routine operation, but a specific set of operations 

designed to accomplish a singular goal”. (PMI, 2014)   

 

It is the project manger’s role to develop and implement methods and routines to 

identify, analyze and follow-up risks and uncertainties (PMI, 2014). Furthermore, it is 

important to identify risk of potential physical harm as early as possible and develop a 

supportive risk management culture in any project (PMI, 2014). At the same time, each 

individual working for a service provider of dangerous activities have a responsibility to 

protect customers from ‘real’ risk (Fletcher, 2009, p. 5). This means that it is not only 

the leader of the activity that can help manage the balance between risk and safety even 

if the decision making is foremost done by the leader. From an organizational point of 

view, employees working with the activity can be as important for the management of 

the balance between risk and safety. Furthermore, a project team often includes people 

who do not usually work together, sometimes from different organizations and across 

multiple geographies (PMI, 2014). The customer buying, for example, a mountaineering 

expedition can therefore be seen as a team member of a project.  

 

Extreme adventure activities have been increasingly used in research comprising to e.g. 

team work, project management, goal pursues, and leadership styles (Kayes, 2006; 

Roberto, 2002; Hannah et al, 2009; Burnette, Pollack, & Forsyth, 2011; Hällgren, 

Musca, & Rouleau,  2013). For example, mountaineering expedition such as the disaster 

of 1996 on Mount Everest has been used for instance to evaluate groupthink and 

decision-making in temporary organizations (Hällgren, 2010; Aegerter Alvarez, Pustina, 

& Hällgren, 2011) just to mention a few studies. For these reasons can risk management 

of the balance between risk and safety is applicable in other projects or events where a 

high risk of potential physical risk exists. 

Additionally, since the demand for activities with a more dangerous nature and the 

adventure tourism industry itself is growing at a rapid speed, more empirical research 

will most likely grow accordingly. Supplier of adventure activities will need a 

comprehensive understanding of their customers’ needs and desires, including risk. An 

understanding of the costumers’ motives is of great importance, but at the same time 

how to manage the risk of potential physical harm has become a major issue for 

organizations providing adventure activities (Swarbrooke et al., 2003, p. 170; Palmer, 

2009). It also means that risk exposure inherent for one individual customer cannot be 

automatically regarded as a risk exposure for another individual customer. The service 

provider must take in account individual physical and psychological conditions when 

practicing risk management in service interactions (Cloutier, 2003, p. 255). The fact that 

some service organizations need to recognize that risk is a part of customers’ motivation 

and that they cannot eliminate risk, the interest of the relationship between participation 

in adventure activities and risk management aroused.   

Even if many researchers acknowledge that risk taking is not the crucial motivation 

among clients for engaging in adventure tourism activities (e.g. Buckley, 2012; Jones, 
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2003), based on the discussion above, it is reasonable to assume that risk plays an 

important role in a person’s enjoyment of an adventurous activity. As Swarbrooke et al. 

argues: “definitions of adventure, consistently allude to the importance of risk” 

(Swarbrooke et al., 2003, p. 70). So the basic premise of activities is that customers are 

paying for risky and adventurous activities, but the service providers of those activities 

try to minimize the ‘real’ risks that the customers are paying for. This can be 

summarized in the semblance of risk, that is, clients paying for risky experience whilst 

service providers exercise protection of real risks, which are favored in order to avoid 

real injuries and accidents (Fletcher, 2009, p. 5).   

1.2 RESEARCH QUESTION 
 

The above discussion leads us to the following research question: 

 

How does a service provider of dangerous activities practice risk management in the 

interaction with customers in order to create a balance between risk and safety?  

1.3 RESEARCH OBJECTIVE             
Our research purpose is to investigate how a service provider of dangerous activities 

practice risk management in the interaction with customers in order to create a balance 

between risk and safety. By investigate how service providers and the service providers’ 

representatives can balance risk and safety and how the practice of risk management can 

depend on the interaction with customers in different situations, we hope to gain a better 

understanding about risk management practice in a context with potential physical risk.  

 

In order to answer our research question we aim to identify a theoretical frame of 

reference that describes appropriate risk management techniques for service providers 

of dangerous activities. Furthermore, to fully grasp the practice of risk management in 

this context, we are going to investigate the participants’ psychological motivation and 

desire for adventure tourism since the motivational aspect and demand for adventure 

activities have potential influence on the risk management practice. 

 

1.4 CONTRIBUTION AND LIMITATIONS 
Our research will include a specific case study of a mountaineering expedition and an 

investigation of risk management in this high risk context of physical harm. Since our 

empirical data will be specific and narrow in term of the location and type of activity the 

collected information can provide important indications in the research field. The 

scientific contribution might serve as inspirations for further research and continuous 

investigations in the context of adventure tourism. But as mentioned in the background 

of this thesis, a mountaineering expedition can be viewed as a temporary organization 

and thereby a project. Therefore is it reasonable to assume that the findings from our 

empirical investigation about how to balance risk and safety through practicing proper 

risk management, might be significant to other branches with inherent physical risk 

exposures. 

 

The concept risk management covers various philosophies and theories, and in our 

research we aim to provide a description of risk management techniques in terms of 

potential physical harm in connection to the overall experience of risk and safety 

perceived participant. We do not aim to investigate the balance of risk and safety from a 

financial point of view even if financial aspects are taken into consideration.  



7 
 

2. ACADEMIC STARTING POINT 
This chapter describes the methodological considerations that have guided the process 

of this thesis. By explaining our preconceptions, research philosophy, method 

approach, and choice of design, our intention is to facilitate a critical examination of 

the material that is produced. The academic starting point concludes with a reflection 

on the theoretical frame of reference acquisition. 

2.1 PRECONCEPTIONS 
Bryman & Bell (2011, p. 29) explain that there is always a risk of subjectivity and that 

researchers’ previous experience, knowledge and opinions might affect the research. 

However, Saunders et al. (2012, p. 116), argues that the research is the author (s’) 

valuation and evaluation of an area and that previous knowledge could guide the 

researcher to appropriate methodology. A definition of preconception presented by 

Malterud (2001) follows: “Previous personal and professional experiences, prestudy 

beliefs about how things are and what is to be investigated, motivation and 

qualifications for exploration of the field, and perspectives and theoretical foundations 

related to education and interests.”(Malterud, 2001, p. 484). 

 

One of us has minimal previous experience of engaging in adventurous and potentially 

dangerous activities, mostly because a lack of interest into seeking such experiences of 

hard physical and psychological challenges. In terms of academic studies, this person 

has been studying business with a service management perspective. Risk management 

have not been a particular subject during these four years of studies, but the subject has 

been a part in various courses such as introduction to service management, marketing, 

service marketing and marketing ethics. A general view has emerged from these courses 

which can be summarized in a preconception that implies that the importance of risk 

management will increase due to time with globalization and social media. Risk 

management will be of growing importance because of more and more limited scope of 

failure and increasing competition while conducting business in the future. This author 

can claim to possess additional knowledge about management due to courses like 

Perspective on Strategy, People – The human side of the organization, Project 

Management, and Strategizing – Planning and Processes, on a master level. The other 

one of us has experienced adventure activities during several years of both traveling and 

living in different places around the world. Activities such as scuba diving, skydiving, 

off-best downhill skiing, mountaineering, trekking etcetera just to mention a few. 

According to this person, the main motivational factor for executing these activities, lies 

in the interest of trying new experiences. In terms of academic studies, this person has 

studied business administration with Business Development/Management as a major. 

Courses included in the program have provided knowledge and presumptions of 

theories in the corporate world. Courses that have assisted with knowledge to a greater 

extend regarding this research can be considerate to be Organizational Behavior, 

Project management, and Managing in Business Network, where theoretical knowledge 

about motivation, management, leadership and communication in organizations has 

been obtained.  

 

Our previous knowledge of risk management, with its complexity and numerous 

definitions, disputes that we do possess personal opinions concerning the definition and 

implementation in the corporate world. However, in this study we are focusing on a 

business that approaches a different view of both risk and safety which puts us in a new 

field within this research area. Even if this study will represent our own interpretation of 
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the research area, we support our findings from numerous sources and theories and 

declare that the reader can make independent judgments of the findings and critically 

evaluate the results in this study. Since one of us has almost no experience in adventure 

activities and one of us has more experience within these activities, it gives us the 

opportunity to evaluate the data with two different views on the activity itself. Since one 

of us can assumable be classified as a risk-averse person and the other can be seen as a 

person that is more of a risk-seeker, we have a broader view about ‘how things are’ and 

what is to be investigated. For example, the one of us that has an interest in adventurous 

activities most likely have a different perception regarding risk and safety. Our different 

personal and professional experiences are of importance and relevance to our study 

since it provides us with a more comprehensive view of the balance between risk and 

safety. Furthermore, since we are unable to affect the data collected it ensures a certain 

level of objectivity, this will be described more thoroughly in Chapter 5. We will also 

highlight the importance of feedback and guidance from supervisors and colleagues that 

also ensures objectivity of the study. Lastly, we believe that our understanding and 

critical awareness gained from 4 years of university studies have provided us with 

enough knowledge in order for us to separate our own previous experience and opinions 

and be objective in this research.   

 

2.2 RESEARCH PHILOSOPHY  

2.2.1 ONTOLOGY          

Ontology describes how social entities are built up (Jacobsen, 2002, p. 29). The word 

ontology derives from the Greek word “Onto” which means being and “Logia” which 

means study or theory. Within the ontological philosophy, society can be seen as the 

construction of its participants or whether or not its participants can influence or affect it 

(Snape & Spencer, 2003, p. 11). These two ontological considerations are divided into 

two positions: objectivism and constructionism (Bryman & Bell, 2011, p. 20). 

 

Objectivism is based on our reality and that its social phenomena are unaffected by the 

social actors who work in it. Knowledge generated by an objectivist view has a 

scientific orientation and should be well grounded in scientific theories to be considered 

as acceptable knowledge (Carson et. al. 2001, pp. 8-9, Jacobsen, 2002, p. 31). However, 

in this research we are following a constructivism philosophy. Constructivism can be 

seen as the contrast of Objectivism. It is a position that argues that reality is shaped by 

the social actors' actions and perceptions (Saunders et al., 2009, p. 110). The 

constructionism position argues that the reality or aspects of reality is socially 

constructed and that social phenomena and categories are not only created through 

social interaction but that they also are in a state of constant change. Constructivism 

grasps in what way humans create understanding from experiences and their own 

perception (Saunders et al., 2009, p. 110; Snape & Spencer, 2003, p. 12, 22). We view 

the process of risk management of the potential risk of physical harm during the 

expedition as being created by interactions between the leader and the members. These 

are also consequently subject to change. Since objectivism, in contrast to 

constructionism, is a view that argues that entities are independent of the social actors 

within it (Bryman & Bell, 2011, p. 20), we therefore conform to the ontological 

assumption of social constructionism.  

 

We believe that risk management of dangerous activities with a risk for potential 

physical harm depends on participants’ involvement, which in turn captures a 
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constructionism view. As mentioned in the introduction, many external forces stress the 

importance of risk management in adventure tourism, which supports the position that 

social entities cannot be viewed as separate from the social actors. How service 

provision of dangerous activities, managing the balance between risk and safety derives 

from how they interpret levels of different risks and participants' perception of risks. 

Saunders et al. (2009, p. 111) argues that it is necessary for a researcher to explore the 

underlying factors that motivate the decisions the social actors commit themselves to in 

order to understand why the decision is made. Consequently, we believe that risk 

management in our research context is a social construction which is highly dependent 

on participants´ interpretation and involvement. This clarifies the choice of a 

constructivist view as an interpretation of material enable us to answer our research 

question and gain a deeper understanding behind the work of risk management 

providing services with potential physical risk exposures.       

2.2.2 EPISTEMOLOGY 

Epistemology investigates the origin, nature and limits of human knowledge. 

Epistemology can be defined as the study of justified beliefs and knowledge and is 

about issues concerning the construction and spreading of knowledge in specific areas 

of inquiry. Epistemology can be divided into two contradicting positions: positivism 

and interpretivism (Bryman & Bell, 2011, p. 15; Saunders et al. 2012, p. 112). 

 

This research is made up by different stages of interpretation by different actors, firstly 

the managers' and employees actions (service provider’s representative), and secondly 

client’s action and interpretations. Since interpretivism contradicts positivistic research 

and aim to interpret and understand human behavior rather than to generalize and 

predict causes and effects an interpretivism philosophy is adopted. The difference 

compared to a positivistic research is found in the explanation, interpretivisim emphasis 

on understanding phenomena and the focus of this view of knowledge is derived from 

how members of a group or organization interpret the world around them (Carson et al. 

2001, pp. 5-6; Snape & Spencer, 2003, pp. 6-7). Since our research purpose is to 

understand how service providers of dangerous activities managed the balance of risk 

and safety and how risk management depends on different interpretation we are 

following an interpretative view of knowledge. The positivism philosophy argues that 

only confirmed phenomena can and should be referred as knowledge and the view of 

knowledge is something that must be observed to be considerate true (Bryman & Bell, 

2011, p. 16; Carson et. al. 2001, p. 7). To clarify, we are not aiming to address the 

explanation of observations, nor do we seek to answer if the balance of risk and safety 

affects tour guides. As mentioned before, we are aiming to evaluating the balance of 

risk and safety and at the same time gain a deeper understanding how service providers 

manage it. Furthermore, Saunders et al. (2009, p. 116) argues that interpretivism is 

especially suitable within the field of organizational behavior such as management and 

HRM and therefore further strengthen the choice of an interpretivism position.  

 

2.3 RESEARCH APPROACH 
After identifying our research philosophy, we move on to select our research approach. 

The research approach clarifies how we intend to use theory (Bryman & Bell, 2011, pp. 

11-13, Carson et. al. 2001, p. 10). Deductive or inductive research approach involves 

different ways of looking at the relationship between empirical data and theory (Carson 

et. al. 2001, p. 10). In this study, we will follow a deductive approach. We will use 

existing theories as a foundation in our investigation in order to interpret the empirical 
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data and develop an analysis of the subject at hand. The individual areas that our study 

includes are risk management of potential physical harm, motivational aspects why 

people engage in dangerous activities and a theoretical framework describing the 

importance of relationship buildings in a service industry. There is existing research 

within these areas that can be used in this study. We will therefore identify and 

investigate a conceptual and theoretical framework to test the application of theory in 

order to potentially make observations in our research field and this study.  

 

Bryman and Bell (2005, p. 23) argues that the process of the collection and 

interpretation of the empirical data was based and controlled by already existing 

theories is classified as a deductive approach. On the contrary, inductive approach 

allows the data to guide the research and theory building. Since the inductive approach 

consists of observations in order to create constructions of explanations and theories, 

this approach is associated with what have been observed (Bryman & Bell, 2011, pp. 

11-12, Carson et. al. 2001, p. 10). To clarify, the balance between risk and safety in 

dangerous activities creates the opportunity for us to use existing theories and models in 

order to create a deeper understanding within this field. Since the purpose of this study 

is associated and based on existing theories of how risk of potential harm can be 

managed, whether the balance between risk and safety can describe how a service 

provider representative’s actions and interpretations of different situations affect an 

expedition, the groundwork of this study is following a deductive approach. The fact 

that we already have a theoretical understanding within this field when collecting and 

analysis the empirical data further strengthens the choice of a deductive research 

approach. 

 

2.4 RESEARCH METHOD           
Research method is usually a choice between a quantitative and a qualitative method. 

While a quantitative method is based on the relationship between variables and numbers 

a qualitative method emphasizes on non-numerical data (Carson et. al. 2001, p. 84; 

Hyde, 2000, p. 82). Even if the collection of data is a main difference between the two 

strategies other differences in terms of research approach, ontology and epistemology 

are also relevant when choosing research method. It is important for the researcher to 

understand these differences since both methods have benefits and drawbacks (Bryman 

& Bell, 2011, p. 27; Carson et. al. 2001, p. 84). We have to assess what kind of 

information we need to answer our research question when conducting research 

strategy. Since the purpose of this study is to develop a deeper understanding as to how 

service providers in adventure tourism can handle the balance between risk and safety 

for customers we will use a qualitative method. According to Snape & Spencer (2003, 

p. 5), the qualitative approach will enable the researcher to collect subjective 

understanding and perception within the research field. This means that in order for us 

to create a deeper understanding we have to analyze detailed empirical data. In a 

qualitative research, we can get a more overall understanding and more detailed answers 

when examine the empirical data (Bryman & Bell, 2005, p. 322). Furthermore, risk 

management in adventure tourism is a complex process that is not easily understood and 

therefore we need to investigate deep and rich data in the form of text rather than 

numbers, which also indicates that a qualitative study is a more appropriate choice. For 

that reason, the adoption of a qualitative research design will allows for us to identify 

deviations from previous theories as well as further explore potential patterns in the 

empirical investigation. The qualitative design will not only help us develop an 
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increasing understanding of our research problem, but also enable us to explore and 

hopefully gain new insights of our research problem. Moreover, in regard to our 

research question, we believe that a qualitative approach is ideal since we want to 

examine how the balance between risk and safety can be managed in dangerous 

activities. 

 

2.5 RESEARCH DESIGN       
Bryman & Bell (2008, p. 84) outline a variety of research design options; experimental, 

cross-sectional (survey), longitudinal, case-study and comparative study. The research 

purpose, philosophy and approach work as guidance when choosing the type of research 

design (Saunders et al. 2009, p. 141). We will follow a case-study design in this 

research. A ‘case’ is associated with a specific location and the basic foundation of a 

case-study is detailed, descriptive and investigates the complex and specific nature of a 

case (Perri & Bellamy, 2012, p. 104). This is classified as an ethnographic strategy 

which aims at describing and explaining the social world in the same way as the 

individuals that populate it (Bryman & Bell, 2008, p. 84). However, this type of 

research can be identified as longitudinal if it concerns different time periods, but then 

the main focus is to investigate changes over time (Bryman & Bell, 2008, p. 85), which 

is not the case in this research.  

 

Since the purpose of this study is to reach a deeper understanding, our case-study 

approach is highly relevant and also a key type of qualitatively generated data (Lewis, 

2003, p. 57). This research design is used in order for us to map meanings, processes 

and contexts of the balance between risk and safety in dangerous activities. Samples that 

are small in scale and purposefully selected is also recognized in combination with our 

previously described methodological choices. The Case - study design emphasizes data 

collection methods which usually involve close contact between the researcher and the 

research participants (Snape & Spencer, 2003, p.4). Furthermore, as Spencer & Spencer 

(2003, p. 5) describes, this design enables us to interpret and reflect concepts and ideas 

which may produce detailed description and explanations from the collected data. We 

believe that using a case study are a strength rather than a weakness since the interaction 

between a phenomenon and its context is best understood in a study with a case study 

research design. To further support our choice of a case study design, Saunders et al. 

(2012, p. 79) states that a case study “... has considerable ability to generate answers to 

the question ‘why?’ as well as ‘what?’ and ‘how?’”. In regard to our research problem, 

we believe that a case study is a suitable research design since we are aiming to answer 

the question ‘how’. Furthermore, according to Perri & Bellamy (2012, p. 104) a case 

study is useful when factors that are dynamic or interacting with one another. For this 

research, risk management of potential physical harm can be seen as such dynamic 

factor based on the interaction between managers, employees (service providers’ 

representatives) and customers. Furthermore, Perri & Bellamy (2012, p. 105) argue that 

it might be difficult to generalize the result in a case study since this type of design only 

include a limited number of cases. For that reason we will seek to achieve discoveries 

which can be transmitted onto other cases.  

 

As mentioned before, as Bryman & Bell (2008, p. 84) describes, there are various 

research design options.  We believe that experimental, cross-sectional and longitudinal 

designs are not appropriate in this study considering our research purpose. Firstly, 

experimental design is more commonly used in quantitative research and investigates 
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relationships between different variables that often leading to confirmation or rejection 

of a hypothesis (Bryman & Bell, 2008, p. 54). Cross-sectional design, also known as 

survey design, is equated with surveys and questionnaires, but at the same time also 

associated with qualitative interviews and/or focus groups, hence the name cross-

sectional design. Since we limit ourselves to the data provided, a bigger population 

would be necessary to obtain in order to use a cross-sectional design (Bryman & Bell, 

2008, p. 64). As mentioned before the longitudinal design is mostly used when looking 

at changes over time (Bryman & Bell, 2008, p. 85) and are therefore not appropriate for 

this study. Lastly, comparative studies is identified by analyzing more than one case and 

take the same shape as a case-study, however this design includes more samples and the 

analysis of these cases is used to establish similarities and/or differences (Bryman & 

Bell, 2008, pp. 80-82), comparable to our study that investigates an expedition in one 

area. To clarify, if we were to conduct a comparative study, we would gather data from 

more than one location, hence we are following a case-study design. 

 

2.6 ACQUISITION OF THE THEORETICAL FRAMEWORK 
In order to investigate risk management in context were a potential high risk of physical 

harm exist, a theoretical frame of reference is required. Our theoretical framework will 

highlight academic discussion on firstly, the relationship between the organization and 

its clients. Secondly, the categorization of risk in adventure tourism and strategies 

appropriates for adventure tourism activities (hence the practice of risk management) 

and thereafter the psychological framework and participations motivation and desire for 

adventure tourism. Lastly, we present a summary of the theoretical framework that will 

be used to frame our research model. 

 

There is extensive research to be found in these areas where theories are developed. 

Accordingly, it may be difficult to make an adequate depth of all aspects of these areas, 

which means that there is a possibility that more relevant theories of risk management 

in adventure tourism and explanations of the balance between risk and safety have been 

missed. This can be considered as a critical point of view, when the choice of theories 

could be different and the opportunity for theories compiled together creates a better 

foundation for investigating the research area. The identification of relevant theories and 

articles are the foundation of a good and reliable study, therefore we made a 

fundamental review of previous research and the foundation for the selection of 

materials is based on our purpose of the research field. With a clear purpose of the study 

it became easier to filter and select theories and relevant articles. When we selected the 

chosen theories, most relevant to answer the research question, we focused to find the 

connection between them. By linking theories and create a more comprehensive picture 

that can explain the practice and balance of risk management in adventure tourism we 

achieved a fundamental basis to investigate in the research area. 

 

2.7 LITERATURE AND DATA SOURCE                 
It is of great importance to understand the material and identify key variables in 

different sources before putting them to use (Bryman & Bell, 2011, pp. 230-238; 

Saunders et al, 2009, p.256). Saunders et al, (2012, p. 82) divide literature sources into 

three categories; primary, secondary and tertiary. As a starting point in our literature 

search our main sources for the introduction and background information was collected 

through previous research in the area consisting of scientific articles and books. 

Thereafter, our research’s main sources for the theoretical framework was obtained 
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from scientific articles collected from official databases such as Emerald and Business 

Source Premier (EBSCO) and Google scholar, all accessed from the Umeå University 

library website. We also traced the original source if a particular subject seemed 

interesting in a secondary source in order to avoid tertiary sources. When conducting 

our database search we have used keywords such as: Adventure tourism, Risk paradigm 

in Adventure tourism, Risk Management Strategy, Risk Perception, Leadership in 

extreme environments, Risk versus safety in adventure tourism, Motivation of 

adventure tourism & Leadership in adventure tourism. 

 

Another criteria for the selected scientific articles was that they are peer-reviewed, 

which means they are controlled by other scientists or by a third party prior to 

publication (Bryman & Bell, 2011, p. 32). We also examined whether the author(s) 

published earlier scientific papers or work in order to secure its credibility. We also 

reviewed the publisher's purpose and objectivity in the various articles in order to 

achieve a better assessment of the sources. Maximum objectivity consists of a 

combination of independence, integrity and expertise. The authors of the majority of the 

selected theories have published numerous work and scientific articles to ensure the 

accuracy of the scientific material used. 

 

Our empirical data will be gathered from part of TripleED’s database. This data is 

provided for us by the research group Extreme Environments, Everyday Decisions 

(TripleED) at the Umeå School of Business. The materials collected through this 

database are secondary data, but since we are extracting certain information regarding 

this specific area, we are creating an empirical investigation based on the existing 

quantity of data provided in this database in order to answer the research question. This 

will be described more thoroughly in Chapter 5, Practical Methodology. 
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3. THE BUSINESS OF ADVENTURE TOURISM  
The purpose of this chapter is to provide a deeper understanding of the industry of 

adventure tourism together with an overview over a mountaineering expedition in order 

to prepare the reader for the empirical presentation.  

3.1 THE ADVENTURE TOURISM INDUSTRY 
Adventure tourism is a niche market of travel and tourism and has emerged as a subfield 

in travel and leisure (Beedie, 2003, p. 203). The definition of adventure tourism is seen 

as a diverse and complex subject (Kim, 2004, p. 58). It is suggested by Beedie (2003, p. 

204) that such general terminology covers an extensive range of activities. When 

explaining the meaning of adventure tourism we have to start with the definition of 

tourism itself. Tourism is commonly defined as travel outside a person’s normal 

environment for more than 24 hours and not more than for one year. In order to be 

classified as “adventure” tourism the trip has to involve two of the following three 

elements: 1) a physical activity, 2), interaction with culture, 3) interaction with nature 

(ATTA, 2011, p. 6). A measurement of money spent on international tourism shows that 

the branch have increased its turnover by 3.9 % at a global level during 2013 to US $ 

1.3 trillion and travel and tourism total contribution to the global economy have risen to 

9.5 % of the global GDP (US $ 7 trillion) (WTTC, 2014, pp. 2-4). Nearly 266 million 

jobs were, according to The World Travel & Tourism Council supported by travel and 

tourism in 2013, this means that 1 in 11 jobs around the world is found in the tourism 

industry (WTTC, 2014, pp. 3-5).  
 

Adventure tourism is one of the fastest growing segments in the travel industry. 70 

percent of the world’s international tourism departures derive from America and Europe 

and within this market the value of the outbound adventure travel market is estimated to 

$ 263 billion. The percentage for international tourists from these regions that can be 

classified as adventure travelers rose from 26.3 percent in 2009 to 41.9 percent in 2012 

(ATTA, 2013, p. 5). According to Adventure Tourism Market Study (2013, p. 4) 

adventure traveling activities can be divided into two different categories, “soft 

adventure” and “hard adventure”. Activities found in the category of “Soft adventure” 

are activities such as scuba diving, paragliding and canoeing, while activities labeled 

“hard adventure” can be about climbing (mountain/rock, ice), caving or trekking.  The 

study also presents data that show that “soft adventure” proportions of the adventure 

travel, population have had a growth of 27 percent from 2009 to 2012 and in the same 

three years “hard adventure” proportion of the population has increased with 54 percent 

(ATTA, 2013, p. 5). 

 

Ralf Buckley (2006, p. 1) defines adventure tourism as guided commercial tours where 

the attraction principally consists of an outdoor activity that relies on features of the 

natural terrain which generally requires specialized sporting or similar equipment’s, 

exiting for the client’s. Adventure tourism is a branch which brings together travel, 

sport and outdoor recreation and is thereby distinctive towards the broader context of 

the tourism industry (Beedie & Hudson, 2003, p. 626).  

3.2 MOUNTANEERING EXPEDITIONS AT MOUNT EVEREST 
In this study, as explained above, we will conduct a case study of a mountaineering 

expedition where a group of one team leader, eight clients and twelve Sherpas are 

forming an expedition team aiming to summit Mount Everest. The choice of case is 

described more thoroughly in Chapter 5.  
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The particular branch of mountaineering on Mount Everest creates a profitable business 

for Nepal and generates annual revenue of nearly $ 100 million, which can be 

considered to be a significant amount in a country where an average citizen earns less 

than $ 700 a year (CBC, 2014). There are two main climbing routes when attempting to 

summit Mount Everest, the southeast route from Nepal and the northern route from 

Tibet. Of those, two routes is the southeast route most frequently used because it is 

technically easier (Livescience, 2014). This is the route used in the context of our case 

study. There are no general requirements on the client’s prior knowledge and 

competence regarding mountaineering, but it is of course an advantage to not being 

completely new to the experience of mountaineering (Alpineascents, 2014). In Nepal, 

the companies that sell mountaineering expeditions tread a careful line between selling 

adventure as service and delivering the same as an experience. As an organizer, they 

want to be seen to be giving value for the money their clients are paying (Beedie & 

Hudson, 2003, p. 629).  

Those companies are often referred to as tour operators, and in order to be able to 

deliver the experience of summiting Mount Everest they apply a long process of 

acclimatization and training during at least one month before pushing for the real 

summit (Mounteverest, 2014). The acclimatization period aims to provide the clients 

with the necessary skills of mountaineering as well as mental capabilities of functioning 

and coping with risk for physical injuries and the extreme weather conditions present in 

the environment of Mount Everest. The clients have to acclimate their bodies to higher 

and higher altitude in order to avoid high-altitude sickness. They are also trained by the 

expedition leader and the Sherpas to acquire knowledge about climbing gear and 

medical aids as well as communicating about potential medical problems and concerns 

about their own safety (Mounteverest, 2014). The process is carried out by tracing back 

and forward between Basecamp and Camp 3 before the final summit push (see Figure 

below) (National Geographic Expeditions, 2014).   

 

 

 

 

 

 

 

 

 

 

In order to illustrate what skills and competence that are required of an expedition 

leader of a mountaineering expedition in Mount Everest, one company of this branch, 

RMI Expedition claims that their guides are well-educated when it comes to medical 

training, avalanche awareness, technical rescue training, mountaineering search, rescue 

Figure 1 - Illustration of stages in the expedition 

Source: Mix, H. (2013, Mars 28). 
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training and the environmental surrounding, all in order to be able to care for their 

clients' safety (Rmiguides, 2014). Sherpas are a termed used to refer to the local 

Nepalese people hired by tour operators who assist the expedition leader and the client’s 

during a mountaineering expedition. They are known to be skilled mountaineers and 

experts in their local terrain. Many climbers hire ‘full service’ guide companies, which 

provide a wide spectrum of services such as carrying equipment, preparing food and 

water, medical assistance, transportation to and from Base Camp (Mounteverest, 2014).   

The fees for participating in one of those expedition vary between $ 65 000 and $ 85 

000 depended on the agency and what services the client requires (Alpineascents, 2014). 

There are some fixed costs that every climber has to pay, regardless of how they climb 

or who they climb with. Climbing permits, issued by the Nepalese government, cost 

$70,000 for a party of seven, or $25,000 for an individual climber (Outsideonline, 

2014). The climbing permit is often included in the charge to the tour operator of 

between $ 65 000 and $ 85 000 (Alpine ascents, 2014). Even if the tour operators 

organizing expeditions try to minimize accidents as far as possible due to skilled 

personnel and education of clients, a personal travel accident insurance and a 

comprehensive medical insurance policy are mandatory required in order to participate 

in mountaineering expeditions according to a majority of the mountaineering agencies 

operating on Mount Everest (Peak freaks, 2014 & Alpine ascents, 2014). The cost of 

these insurances is not covered by the participation fee, so the clients have to show the 

tour operator that they have proper insurance papers ahead of the expedition. This is not 

stated by law, but the majority of the tour operators requires their clients to have proper 

insurances in case unforeseen accidents should occur (International Mountain Guides, 

2014).    
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4. THEORETICAL FRAME OF REFERENCE  
This fourth chapter presents a theoretical frame of reference that will highlight 

academic discussion on firstly, the relationship between a service organization and its 

stakeholders. Secondly, an explanation of practice and exercise of Risk Management 

within the adventure tourism context are disclosed, thereafter a review over the 

psychological framework and the participations motivation for adventure tourism will 

be discussed. Lastly, the presentation of relevant literature and theories will then be 

summarized in the theoretical frame of reference used in this study. 

4.1 STAKEHOLDERS AND SERVICE PROMISES  

In order to sort out the different groups and roles of a mountaineering expedition on 

Mount Everest and what impact various groups have in the creation of the balance 

between risk and safety we have examined the stakeholder theory. This theory is a 

conceptual framework of organizational management and business ethics. A classic 

definition of a stakeholder is a person or group that can affect or be affected by a 

business or organization's activities (Freeman, 2010, p. 46). Stakeholders can be divided 

into different groups, including employees, customers, suppliers, managers, and 

investors’ etcetera.  

According to the moral perspective of the stakeholder theory, all stakeholders should be 

treated equally and their minimum rights shall be met (Freeman, 2010, p. 25). Another 

perspective of stakeholder theory suggests that strong stakeholders can have great 

influence on the management operations in a company and that it is their demands and 

requirements that must be prioritized (Freeman, 2010, p. 25; Jones & Wicks, 1999, p. 

209). Freeman (1984, p. 38) argues that stakeholders’ influence has increased over time 

and according to Grafström et al (2008, p. 68), in order for companies to manage 

relationships, it has become increasingly important for organizations to identify their 

stakeholders and their demands. Jones & Wicks (1999, p. 211) present four main 

arguments on the subject that are based on Freeman’s stakeholder theory;  

 “The company has relationships with stakeholder groups”  

 ”The processes and the outcomes of these relationships are of interest to the 

company”  

 “The interest of all legitimate stakeholders has value”  

 “The focus of stakeholder is on managerial-decision making”  

The stakeholders and the firm are dependent of each other where both parties have a 

need for each other. There must be a balance between contributions and rewards in 

order for the two parties to be satisfied with the relationship. The equilibrium in the 

relationship is thus an important concept in the stakeholder model (Bruzelius & 

Skärvad, 1995, p. 77; Freeman, 2010, p. 38). 

In the specific case of Mt Everest mountaineering, examples of stakeholder can for 

instance be lodge owners, guides, government officials, independent trekkers and 

climbers, trekking companies, gear manufacturers, and government agencies. As 

described in chapter 3, habitants living in the surrounding of Nepal or Tibetan 

mountaineering area are affected and dependent on the income from different 

expeditions and activities. The governments are for example, charging climbing fees to 

climb Mount Everest (Coldwell, 2014). Another example is the announcement to 

boycott this spring’s expeditions based on the reluctance by ethnic Sherpas following 

the avalanche that killed 13 Sherpas (The Guardian, 2014). Additionally, rescue 
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operation and health care assistance are also of great importance when conducting 

activities of a more dangerous nature. Both employees and medical assistance can have 

great impact on customers’ health and well-being. For example, an organization 

providing helicopter rescue is partly dependent on the industry itself and at the same 

time the participants are dependent on a potential rescue in case of an emergency. These 

stakeholders all have different requirements and demand towards a tour operator. The 

relationship with these stakeholders have assumable a different characteristic compared 

to stakeholder close to the firm’s operational activities. The tour operators assign an 

expedition leader, which role can be described as a project manager. As noted before, a 

mountaineering expedition can be viewed as a temporary organization and therefore 

compared to a project (Hällgren, 2009, p. 95). This temporary organization consists of 

the project manager (expedition leader), the Sherpas (employees), and the paying 

client’s (customers). These can be regarded as strong stakeholders with great influence 

on how the balance between risk and safety is carried out in the temporary organization. 

The temporary organization or the project group is created by the company that delivers 

the service of the dangerous activity (e.g. Mountaineering expedition). It is foremost the 

project manager (expedition leader) who is responsible for creating a functioning and 

hopefully good relationship between both the strong and the less strong stakeholders. 

This is supported by both Freeman (2010, p. 26) and Jones & Wicks (1999, p. 210) 

statement of a manager's responsibility of managing the relationship between 

stakeholders.   

 

In connection to our research question of how the balance between risk and safety can 

be managed when providing dangerous activities, all identified stakeholders have a part 

to play. However, as stated before, we identify the manager (expedition leader), 

employees (Sherpas) and the client’s (customers) as the strongest stakeholders with 

most influence on the balance between risk and safety in a mountaineering expedition. 

Since our research question aims to investigate how a service provider can create a 

balance between risk and safety for customers when providing services in dangerous 

activities, the foundation for maintaining a service relationship between the identified 

strong stakeholders is of importance.  

 

According to Bitner (1995, p. 246) the foundation for maintaining service relationships 

is the fulfillment of promises made to customers. This is conducted by the service 

provider as an organization by applying three essential activities: making realistic 

promises from the beginning, then keeping the promises made during the service 

delivery, which is done by enabling employees and service systems provide on the 

promises made (Bitner, 1995, p. 256). According to Grönroos (1990, cited in Bitner, 

1995, p. 246), all these three activities are essential in order to build service 

relationships and can be linked to the terms of external marketing, interactive 

marketing, and internal marketing. The external marketing efforts aim to attract 

customer by making promises about what customers can expect from a service and how 

it will be delivered. If a tendency of overpromising about the consistency the service an 

organization/company can deliver the relationship with the customers might be 

suffering from the beginning (Bitner, 1995, p. 247). In the context of a tour operator’s 

relationship with their customers in the service of providing a balance between risk and 

safety during a mountaineering expedition, one can argue that extensive information 

towards the customers about potential risk exposures should be very important.  
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When having established a relationship through this first interaction between a company 

and their customer when the service promises are made, the next step is about internal 

marketing e.g. enabling to deliver on the promises made (Bitner, 1995, p. 247). 

Enabling promises is according to Berry (1995, p. 236) achieved by recruiting and 

training appropriate employees and other stakeholders. Promises towards customers are 

easy to make but if the stakeholders who are supposed to deliver on these promises are 

not provided with appropriate tools to do so the promises might not be kept (Bitner, p. 

247). Due to fact presented above, one can argue that the competence of the project 

manager (expedition leader) and employees (Sherpas) together with proper 

mountaineering equipment and qualified surrounding stakeholders such as helicopter 

rescue companies, must be essential in order for a tour operator to create a proper 

balance between risk and safety.     

The third activity when building service relationships is interactive marketing and it 

consists of keeping the promises made to the customers. This form of marketing is 

according to Grönroos (1984, p. 42-43) the dominant marketing activity when building 

relationships. This activity is occurring in “the moment of truth” when customers are 

actually interacting with the employees of a service company and the service is both 

produced and consumed at the same time. In these “moments of truth” the service 

relationship is built, and every encounter could either strengthen or weakening the 

relationship between the company and the customer (Bitner, 1995, p. 248). The ability 

of the project manager (expedition leader) and the employees (Sherpas) to deliver on 

promise to balance the risk and safety during a mountaineering expedition are 

dependent on uncountable encounters of “moments of truth” since the large amount of 

interaction between them and the customers during the one to two month long service 

delivery. In services like this, with a large amount of service interaction time, Bitner 

(1995, p. 249) emphasize the customers’ important role in an organization’s ability to 

keep service promises, hence, the customers have a responsibility of their own to 

contribute to the service in the interaction with the representatives of the service 

company. The representatives of the company (e.g. Tour operator) are in the context of 

a mountaineering expedition the previous identified strong stakeholders, thus, the 

expedition leader and the Sherpas.   

4.2 RISK MANAGEMENT 

All businesses face exposure to loss, which means unforeseen circumstances that 

possibly can impair the firm’s operational capability or financial integrity (Hollman & 

Forrest, 1991, p. 49). As described in the problem background, in a service industry, 

providing adventurous activities, this includes the potential physical risk a customer is 

facing, but also the risk that the experience the customer are buying is not living up to 

their expectations of the service or activity. As presented in chapter three, adventure 

tourism is a niche part in the tourism industry, and its main business is based on 

intangible transactions between company and provider (Cloutier, 2003, p. 254; 

Lipscompe, 2007, p. 2). The issues of risk management, or crisis management, when 

risk becomes reality, is of great importance and should be developed in advance of the 

uprising challenge, and not managed in an ‘ad-hoc’ manner since the risk of physical 

harm is considerable high (Swarbrook, 2003, p. 183). As mentioned earlier in the 

background, risk is commonly associated with negative consequences (Alberts & 

Dorofee, 2010, p. 8; Lipscombe, 2007, p. 4, Ryan, 2003, p. 55). Risk management is a 

rational approach to the problem of dealing with risks inherent in a business and it is not 

necessarily about eliminating them but rather about managing them since risk of 
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physical harm is inherent the service of adventure activities and should remain so 

(Cloutier, 2003, p. 255).  

Risk management includes several theories, approaches and areas that make it possible 

to study many different types of phenomena. As mentioned before, there is existing 

literature on the general theme of risk management (e.g. Hollman & Forrest, 1991; 

Kaplan and Mikes, 2012; Ryan, 2003) but research regarding the use of risk 

management techniques within the adventure tourism industry is thinner (Swarbrooke et 

al., 2003, p. 171). However, there are several studies that have contributed to knowledge 

to risk management in context of tourism. For instance, Morgan et al. (2000) argues that 

a majority of risk-management actions within organizations are aimed to control the 

processes of human activities, environmental loadings and initiating events. In his 

investigations of white water rafting in New Zealand he acknowledges that the operators 

target an optimal safety level through a valuation of the desire level of risk. The desired 

level of risk is based on an assessment of different criteria such as competence of 

employees, type of equipment, the physical location and legal obligations (Morgan et. 

al., 2000, p. 52). Morgan (2000, p. 82) states that if the operator understands the 

participants’ expectations and their perceived level of risk an optimal adventure 

experience will be reached. Understanding of customer’s expectations and desires 

should then be an important part when making the service promise in the external 

marketing interaction. Thereby the service provider can create a foundation for a good 

relationship between the strong stakeholders in the temporary organization of a 

mountaineering expedition. The optimal adventure experience and the perceived level 

of risk will be further described in chapter 4.3.   

According to Hollman and Forrest (1991, p. 50) there is an important difference 

between pure loss exposure and a speculative loss exposure. Pure loss exposure is risks 

where there is no chance of gain, a speculative loss exposure involves the chance of 

gain and, or a loss (Hollman & Forrest, 1991, p. 50). A speculative loss can be 

connected to the reasoning of risk versus opportunity, circumstances that provide 

opportunities to different kind of gain can be defined as the essence of entrepreneurial 

possibilities (Alberts & Dorofee, 2010, p. 8, Ryan, 2003, p. 56). A pure loss exposure in 

the context of adventure tourism could be that employees of a mountaineering 

expedition to try to summit Mount Everest without oxygen tubes, such a measure would 

provide no gain, but would provide extra high risks to another member of the expedition 

such as other employees and their clients. To provide the option to let the clients of a 

mountaineering expedition to summit Mount Everest without oxygen, would on the 

other hand be perceived as a speculative loss exposure because even if it increases the 

risks of physical injury, the company could for example acquire higher charges for that 

service promise and thereby gain a monetary advantage from taking the higher risk.  

Kaplan and Mikes (2012, p. 51) argues for a similar approach towards risk where the 

name strategy risks are associated with risks that are expected to generate high returns 

and being the key driver in capturing the potential gains in the business of a company. 

They also present preventable risk and external risks which have more in common with 

pure loss exposure where there is no or less apparent possibility of gain. Furthermore, 

Hollman & Forrest (1991, p. 51) developed a model that explains risk management in 

service companies. They based the model on the protection of a company’s assets and 

profits in connection to risk management in order for service businesses to minimize 

expenses and operate more effectively. While providing services which might cause 

physical harm to customers it must be essential to protect the customers to severe risk 

exposures in order to make the business operate effectively and to minimize expenses 
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deriving from potential physical accidents (Palmer, 2009, p. 327), this because the 

customer is one of the more important stakeholder in service business (Grönsroos, 2008, 

p. 343; Palmer, 2009, p. 327). The model described above is developed by Hollman & 

Forrest (1991, p.51) and divided into a 5 step process that service organization 

managers can use to detect and evaluate loss exposures, select and implement 

techniques to treat them, and monitor the results of their efforts. In the context of this 

research, the possible loss exposures occur when, of course, severe accidents happen, 

which could cause customer’s physical injuries, but also when the expedition leader 

(project manager) and the Sherpas (employees) might fail to deliver the service promise 

made about balancing risk and safety so that the client’s perceive that they have been 

delivered the experience they paid for.  The strategy itself is divided into ‘operational 

techniques’, for example equipment that reduces risk and ‘financing techniques’ that 

minimize the effect of loss, for example, use insurance in order to transfer the financial 

consequences of loss (Swarbrooke et al., 2003,  p. 171; Hollman & Forrest, 1991, p. 

49).  

It is of importance to discover different kinds of loss exposure and then categorize them 

in an understandable way since there are different techniques for treating them 

(Hollman & Forrest, 1991, p. 50). Organizations involved in adventure tourism have to 

manage risk effectively and the failure to do so can have severely negative 

consequences for participants’ physical and psychological health (Jones et. al. 2003, p. 

20; Palmer, 2009, p. 327). For all foreseeable emergencies, a specialist tour operator in 

adventure tourism need risk management plans in order for everyone involved to know 

exactly what to do in case of disaster (Swarbrooke et al., 2003, p. 184). It is foremost 

the expedition leader, a professional who has gained his or her status through the 

buildup of experience and technical expertise, responsibility to manage uncertainties 

and risks (Hannah et al, 2009, p. 906).  The expertise of a tour guide is usually 

represented by relevant qualifications and these qualifications express status and, in the 

term, the instructor can convey authority. In the mountains the instructors are the 

experts (Hannah et al, 2009, p. 907). 

4.2.1 RISK DISCOVERY & EVALUATION 

The process of risk discovery can be difficult for firms providing adventurous 

experience. Since the risk of potential physical harm inherent in the activities are 

numerous and sometimes quite abstract (Beedie, 2003, p. 234; Hollman & Forrest, 

1991, p. 51). Risk discovery can be regarded as more important since undetected risks 

cannot be treated by the firm in hand is aware of its existence. To overlook the ever-

changing process of services and gathering the necessary information about potential 

risks a business may use several methods (Hollman & Forrest, 1991, p. 52). It can be 

particularly difficult for a company that focuses on providing adventure recreation 

activities because the provided service is unique for each client. Since each client have 

their own perception on what balance between risk and safety that is tolerable to them. 

This will be discussed more toughly in section 4.3 ‘Motivations and expectations for 

engaging in adventure tourism’. As mentioned above, every service interaction is 

unique and what is generally called “the moment of truth” are impossible to recreate 

(Grönros, 2008, p. 90). Therefore, the importance of risk management processes to 

discover and classify the sources from which the risk arises (Hollman & Forrest, 1991, 

p. 52). 

According to Cloutier (2003, p. 258) service providers in the context of adventure 

tourism shall conduct planning and policy documents. These documents might include 
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any combination of materials developed under four primary categories: general business 

concerns, trip planning, staff training, and client materials. A systematic review of all 

the relevant data from these checklists and surveys can provide relevant data on 

property, operations, and personnel whom then are used to determine whether a risky 

situation exists or can occur that might lead to loss. Cloutier (2003, p. 258) also states 

that business documentation can function as risk management documentation. 

Documentation is essential to the perishable character of providing services. It also lays 

the ground for the company to use other techniques like in retrospect analyze operating 

and financial statements in order to reveal risks. Employees responsible to detect risk 

exposures may also due to this use important documentation schematic or scaled 

diagrams that can reveal all aspects of a service operation and their relationship to each 

other as well as to customers, suppliers and influential parties (Hollman & Forrest, 

1991, pp. 52-54).  

Likewise to risk discovery, risk evaluation is of diagnostic nature, but here should the 

hazards been identified and ready for evaluation (Cloutier, 2003, p. 255). It contains 

measuring or estimating three risk dimensions of each exposure: the potential frequency 

of the losses that exposures have produced or may produce (loss frequency), the 

potential impact on the organization if a loss should occur (loss severity) and the 

potential variations in losses that may occur during the exposure period (Hollman & 

Forrest, 1991, p. 53). Ryan (2003, p. 56) presents a similar view when he explains that 

the technically “risk” is not simply the probability of an event happening, but also the 

magnitude of loss involved. So the magnitude or severity of the risk exposure is very 

essential in the determination of which data about risk that are more serious and 

deserves mot attention, it also determines which  risk management technique that are 

most appropriate to use (Hollman & Forrest, 1991, p. 53; Ryan, 2003, p. 56). It can be 

easy for a service business to fall into a trap of applying too much of a narrow view of 

why risk management is carried out (Ryan, 2003, p. 56).  

Whatever method used, the purpose is the same, to direct attention to operations areas 

and activities where hazards exist and may produce accidental losses. The company has 

to determine what levels of risk exposure that it is acceptable, both in regard to 

themselves and their customer (Cloutier, 2003, p. 255). It is the selection of techniques 

and how they are manage, in relation to the customer’s motivational demand (their 

individual perception of the balance between risk and safety), that will be investigated 

in the case study presented in chapter 6 ‘Empirical data’. The selection of risk 

management techniques will be the responsibility of the project manager (expedition 

leader), but it is reasonable to assume that in order to implement those risk management 

techniques, the project manager will need assistance from his employees (Sherpas), and 

the clients due to large amount of interaction during the long service delivery which is 

the nature of a mountaineering expedition as discussed in section 4.1.    

4.2.2 RISK MANAGEMENT TECHNIQUES   

Different management options are considered in regard to an appropriate risk 

management system which depends on a range of risk scenarios (Lipscombe, 2000, p. 

16). In the context of this study the attention will include an investigation of risk 

management in the scenario of interaction between the strong stakeholders of a 

mountaineering expedition, the project manager (expedition leader), employees 

(Sherpas) and customers. Hollman and Forrest (1991, p. 53) as well as Cloutier (2003, 

p. 257) presents two broad categories of techniques, operational techniques and 

financing techniques. Hudson and Garvey (2003; cited in Lipscombe, 2007, p. 16) are 
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also claiming that risk management techniques are best to be acted out as a combination 

of those two techniques. Operational techniques are concentrating on the circumstances 

that initiate the risk and potential for loss. These techniques are designed to regulate 

exposure to risks, meaning reduce the possibility of loss, the severity of loss and also 

the periodic variation risk and losses (Lipscombe, 2007, p. 16). The financial techniques 

are in contrast to operational techniques designed to minimize the effects of the losses 

that derive from risks where losses cannot be or are not regulated or prevented by 

operational techniques (Hollman & Forrest, 1991, p. 53). 

Both Wilks & Davis (2000, p. 595) states that organizations providing recreational 

activities a risk management strategy is a legal requirement, not only an important part 

of the business. Moreover, they also acknowledge a four matrix component option as a 

risk management strategy. This simple model is based on the risk potential within the 

activity or setting. The four matrix component is divided into four different risk 

strategies; risk avoidance, risk transfer, risk retention and risk reduction. These four 

strategies are recognized by several researchers and can be applied to high risk activities 

within, for example projects, dangerous work environment, etcetera, but also adventure 

recreation activities (Lipcsombe, 2007; Cloutier, 2003; Hollman & Forrest, 1991; Wilks 

& Davis, 2000; Priest & Gass, 1997).   

Avoidance of risk is a technique that is often not explicitly recognized, but it is widely 

practiced in adventure recreation (Wilks & Davis, 2000, p. 595). It aims to eliminate the 

possibility of potential loss from a risk of frankly, choosing not to engage in a certain 

process, operation, or activity (Hollman & Forrest, 1991, p. 54; Wilks & Davis, 2000, p. 

595; Cloutier, 2003, p. 257). Swarbrooke et al. (2003, pp. 177-178) explain risk 

avoidance as simply avoid situation that are considered too risky. For example, two 

operators offering a trip to the K2 base camp where one of the operator has gone a 

different route to the base camp since the most commonly used route have a high risk of 

stone falls in the pass. Additionally, the operator can also reduce the objective danger by 

getting over the pass early in the morning when the surrounding area is still frozen and 

the chances for stone falls are considerable lover (Swarbrooke et al., 2003, p.178).  

Some risks are also unavoidable, often can service businesses stop operations simply to 

avoid potential liability risks, and it may not be practical or financially feasible in the 

long run (Hollman & Forrest, 1991, p. 54). However, it is important to recognize that 

avoidance is not always a realistic method in meeting risk (Alberts & Dorofee, 2010, p. 

8). Kaplan and Mikes (2012, p. 51) does, for example point out the fact that companies 

often voluntarily accept some risks in order to generate financial or strategically returns 

as a part of their corporate strategy, but a strategy which can be expected to generate 

high returns is often accompanied with severe risks, nevertheless it might be a key 

driver for capturing potential gains. Avoidance can in many situations be impossible or 

clearly undesirable, loss control efforts can be proven to be ineffective, and transfer 

possibilities may not exist or tend to be very expensive (Hollman & Forrest, 1991, p. 

59). In the context of a mountaineering expedition, avoidance of, for example bad 

weather conditions is not always an option for changes in wind and temperature is more 

or less present on a daily basis when trying to reach the summit. If a tour operator is 

always avoiding to extreme weather, their clients will have a hard time receiving the 

service that they have paid for, which is reaching the summit. Competing tour operators 

which do not avoid bad weather to the same extent will then have an advantage of 

getting more clients to the summit than the operator who is always avoiding bad 

weather. But at the same time, it is a balance of tour guide to evaluate what level of 

weather condition that is too extreme to pursue the trek.   
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Risk transfer is easiest described as insurance, hence transfer costs of certain potential 

losses from one party to another for infrequent but potentially costly accidents (Hollman 

& Forrest, 199, p. 57; Wilks & Davis, 2000, p. 595). Insurance serves as a buffer device 

against potential large losses and helps firms to regularize budget stability, income, and 

assure the financial integrity (Lipscombe, 2007, p. 15). Basically, it allows the insured 

party to contractually transfer potential financial consequences of risk exposure to an 

insurer (Hollman & Forrest, 1991, p. 57, Cloutier, 2003, p. 257). Furthermore, Hollman 

and Forrest (1991, p. 58) state that the most commonly recognized benefit of insurance 

is indemnification which means the restoration of the victim of a loss by payment of 

monetary terms or by repair or replacement of property. They are also pointing out 

another important aspect of insurance, which is the reduction of worry for losses to 

occur. According to Hollman and Forrest (1991, p. 57) and Cloutier (2003, p. 257) 

insurance is a risk financing technique that includes all forms of noninsurance transfers. 

The financing type of noninsurance transfers differs from the previously discussed 

operational type of insurance. The difference is that the financial consequence of a risk 

exposure causing loss is transferred to some other party, but the exposure itself is not 

eliminated. It resembles insurance because the potential financial impact is transferred 

to another unit, but the risk of psychical harm is still present (Hollman & Forrest, 1991, 

p. 57). 

Cloutier (2003, p. 256) claims that the risk management often first aims to protect the 

business from litigation. So in case of adventure tourism it is reasonable to assume that 

clear routines about whether it is the tour operator or the client’s individual insurances 

that covers potential loss financial, loss deriving from physical accidents occurring 

during an activity. In the context of adventure tourism, this can for example be 

illustrated like in a worst case scenario, the adventure tour operator might be sued by 

clients or family members to clients if an accident involving serious injury or even 

death takes place. Other consequences of such an event might be bad publicity from the 

world’s media causing a drop in the demand for similar activities (Kaplan & Mikes, 

2012, p. 52). On one level, it considers whether a company’s operation might impact 

public relations with media, etcetera, and on the higher level of scrutiny for evaluation 

of the risk management program, ethical and moral issues are considered (Cloutier, 

2003, p. 256).  

Risk retention is the acceptance of loss by the operator and is classified as a risk not 

transferred to another (Wilks & Davis, 2000, p. 596). It is also an option for a firm 

providing adventure recreation activities to accept the risk of loss when the severity of 

potential loss is low and the losses might be more or less predictable (Cloutier, 2003, p. 

257). This could for example be the acceptance of potential loss of equipment during 

different activities and settings (Wilks & Davis, 2000, p. 595). This strategy is also 

classified as a financing technique which absorbs losses (Hollman & Forrest, 1991, p. 

58). In retention the funds to restore losses from risk exposures come from within the 

firm (Hollman & Forrest, 1991, p. 58; Wilks & Davis, 2000, p 595; Lipscombe, 2007, p. 

16). These funds can be retained earnings and loss reserves. It is also possible to collect 

funds from outside the organization in a crisis situation through borrowing or capital 

infusion (Hollman & Forrest, 1991, p. 58). In the case of smaller service firms like a 

local tour operator providing adventure tourism activities, for example, it might be 

harder to use financing techniques of retention because of smaller financial assets, but 

this is of course determined by the severity of the loss in hand (Cloutier, 2003, pp. 251-

252). There are two forms of retention; complete and partial retention (Hollman & 

Forrest, 1991, pp. 58-59). Examples of complete retention in adventure tourism are 
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where the team leader can retain minor health deficiencies among participants, which 

can be perceived to have low influence on the person’s ability to complete the activity 

in hand (Beedie, 2003, p. 221). Partial retention is applied when retention is used along 

with another transfer technique on a particular loss exposure. It is kind of a “middle of 

the road” position where a company may choose to absorb all property and financial 

losses per occurrence or during a certain period up to a specified loss threshold, and 

then transfer to a professional insurer when they consider the losses to severe to handle 

(Hollman & Forrest, 1991, pp. 58-59). According to Hollman and Forrest (1991, p. 59) 

retention may be used in combination with the other risk management strategies 

discussed above Anyhow, the retention plan must be carefully evaluated both before 

and in retrospect of selection of selection of retention strategy (Hollman & Forrest, 

1991, p. 58).  

Lastly, risk reduction means the use of an appropriate risk management strategy to 

minimize accidents (Wilks & Davis, 2000, p. 594). Even in companies with the most 

stringent loss/risk prevention in practice, things will still go wrong. Risk reduction is 

about adopting the ‘best practice’ to keep accidents to a minimum (Wilks & Davis, 

2000, p. 595; Lipscombe, 2007, p. 15). In order to customize ‘best practice’ of risk 

management while providing a service with potential dangerous physical consequences 

a manager (Collins & Collins, 2013, p. 75), for example a tour guide in adventure 

tourism, should discuss risk management decisions with the client in hand in order to 

create a balance between risk and safety, and adjust what degree of risk that could be 

accepted with regard for the client’s personal desires for completing a certain activity 

(Collins & Collins, 2013, p. 75). Risk reduction is classified as an operational technique 

and is intended for, how risk or losses can be controlled. This operational technique is 

designed to reduce but not entirely eliminate the losses deriving from a risky operation. 

There are three principal forms in which this technique may be conducted: loss 

prevention, loss reduction, and separation (Hollman & Forrest, 1991, p. 54).  

Loss prevention focuses on reducing the frequency of occurrences of adverse problems 

with origins in different kind of risk due to company´s operations (Hollman & Forrest, 

1991, p. 54; Cloutier, 2003, p. 257). Loss prevention techniques often involve making 

practical operational changes that can be regarded as common sense to an adventure 

recreation provider. Kaplan and Mikes (2012, p. 51) claim that the best way to prevent 

these risks are to monitoring and guiding employee behaviors, actions and decisions 

toward desired norms. They call it a rule-based compliance approach. Since it is 

difficult to anticipate every circumstance or conflict of interest that an employee may 

encounter in adventure recreation the essence of this rule-based compliance approach is 

to build a culture within the organization where the mission, values and boundaries are 

clearly established (Kaplan and Mikes, 2012, p. 52). In regard to our research question, 

an example could be about what attitude an expedition leader is sending the strong 

stakeholders (e.g. clients and Sherpas) of the expedition team, instead of having a 

macho image about risk-taking the expedition leader can choose to present an image of 

assessing potential risk in a serious and responsible way towards the rest of the team. 

By doing this the tour guide may easier develop a proper balance between risk and 

safety throughout the expedition. On a more general level, organizations and companies 

need to establish corporate codes of business conduct that prescribe appropriate 

behaviors in terms of conflicts, antitrust issues, trade secrets, confidential information, 

bribery, discrimination and harassment (Kaplan & Mikes, 2012, pp. 52-53). Loss 

reduction techniques are put in place in order to reduce the severity of losses that occurs 

when prevention efforts are not fully effective (Cloutier, 2003, p. 257). In the context of 
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adventure tourism the establishment of proper emergency contacts with hospital etcetera 

can be appropriate. To maintain first-aid equipment and basic medical knowledge 

among guides for early treatment of injuries may also be adequate. Some reduction 

techniques are required by law, but in most cases the decision to implement a measure 

are up to the service provider and the risk management leadership of a company must 

justify these efforts and determine if the benefits exceed the costs expressed in 

economic terms (Hollman & Forrest, 1991, p. 55). The third principal form of loss 

control is the technique of loss separation. This technique deals with the physical 

dimensions of a company, meaning that it aims to create a dispersal of exposure units. 

Risks that might cause loss of the organization's property in one area should not affect 

other units of the company if it is separated between several locations. According to 

Hollman and Forrest (1991, p 56) separation of property or people serves two purposes. 

Firstly, loss separation can be viewed as a form of loss reduction due to the fact that it 

reduces the magnitude of maximum loss from a single occurrence in case of a fire, theft, 

flood, or other hazards. Consequently, external risk arising from outside the company’s 

influence or control (Kaplan & Mikes, 2012, p. 51). Secondly, the sectioning of 

potential exposures to such risks among locations increases the number of independent 

units under a company’s control. It enhances the predictability of future outcomes for a 

firm with respect to both loss frequency and loss severity (Hollman & Forrest, 1991, p. 

56). However, the technique of separation is mostly applicable on a corporate level of a 

service business. For example, it can be valuable for a tour operator in the branch of 

adventure tourism to conduct business in several locations or countries in order to 

spread out the risks from external events outside the company’s control. But again, 

those strategic decisions are most likely to be made on a higher corporate level than in 

the direct interaction with clients which we aim to investigate.  

As described before, risk discovery and risk evaluation is used to identify and evaluate 

potential hazards and measuring the frequency of potential losses, loss severity and the 

potential impact on the organization and its stakeholders of accidental losses that might 

occur during the exposure period (Hollman & Forrest, 1991, p. 53). Whatever method 

used, the purpose is the same, to direct attention to operations areas and activities where 

hazards exist and may produce accidental losses. The company has to determine what 

levels of risk exposure that is acceptable, both in regard to themselves and their 

customer (Cloutier, 2003, p. 255). The selection of techniques and how they are 

managed in interactive relationship between the strong stakeholders of the 

mountaineering expedition will be investigated in the case study presented in chapter 6 

‘Empirical data’. The figure presented below illustrates an overview over the four main 

risk management strategies.  

 

Figure 2 - Model of Risk evaluation Matrix. 

 Developed from Wilks & Davis, 2000, p. 595 

According to Cloutier (2003, p. 255), risk management is affected by all different types 

of risk, it does not matter if they are insurable or not. It is about choosing appropriate 

techniques for dealing with the hazards that the business could face. Furthermore, 
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Cloutier (2003, pp. 257-59) describes risk management as a process, not as an 

individual technique or item. The process consists of determining exposure levels 

acceptable to the planning, organization and its guests, identifying hazards to the 

business, evaluate these hazards, selecting finance and control alternatives, 

implementing mitigation strategies and planning appropriate responses to emergency 

incidents (Cloutier, 2003, p. 257). With exception for risk avoidance, every operational 

and financing technique is compatible with each other. It lies in the determination or 

perhaps experimentation of which method or combination of techniques that should be 

implemented for treating each risk exposure inherent in the company´s operating 

objectives (Hollman & Forrest, 1991, p. 59). When providing services which inherit risk 

of potential physical harm the company’s objective must strive to provide the service in 

a safe manner without contaminating the excitement of the experience the customer is 

paying for. 

Practical options for the risk management techniques available in the context of 

adventure tourism may be educating participants in order to modify risky behaviors in 

order to avoid or reduce risk exposures, use standards and codes of behaviors, policy 

development and response planning and meeting legal responsibilities (Buckley, 2006, 

p. 469; Lipscombe, 2007, p. 18). An effective implementation and administration of the 

chosen risk management strategy is vital to its success in an event of potential crises 

(Richie, 2004, p. 673). But at the same time, Hollman and Forrest (1991, p. 63) 

acknowledge that the implementation stage may be the most time-consuming and 

complex stage in the process. While providing services with the potential of physical 

harm towards the customers, risk management have to be customized by managers and 

employees to every customer’s individual conditions, ability and desire for engaging in 

the activity in hand (Swarbrooke et al., 2000, p. 181). Meaning that the implementation 

stage is built upon risk management objectives, but during the activity itself the 

implementation could be more complex than the theoretical risk management strategy 

developed by the company (Cloutier, 2003, p. 255; Swarbrooke et al., 2000, p.181). All 

affected stakeholders, need ongoing information about a firm´s risk management 

objective and their roles they are supposed to play in the achievement of these 

objectives (Hollman & Forrest, 1991, p. 63). The most affected stakeholders in the 

context of this research are the previously identified strong stakeholders (expedition 

leader, Sherpas, customers) within the frame of the temporary organization that a 

mountaineering expedition consists of.  Therefore, it is reasonable to assume to stress 

the importance of an expedition leader with appropriate qualifications who, in 

cooperation with the customers and the Sherpas, develop a risk management process in 

order to create a balance between risk and safety in close collaboration with the 

customer’s motivations and desires for the exciting activities they are buying from the 

service provider. 

4.2.3 EVALUATION OF LOSS EXPOURES  

A final step of the risk management process involves appraising of the continuing 

operations and evaluate if adequate decisions have been made and implemented 

(Lipscombe, 2007, p. 18; Hollman & Forrest, 1991, p. 63). Ongoing monitoring is a 

fundamental component and critical in the insurance of an appropriate risk management 

process (Lipscombe, 2007, p. 18).  A model of Risk Management Practice, based on the 

Risk Evaluation Matrix, was developed with assistance from the British Mountaineering 

Council. This model emerged from primary viewpoints of existing risk management 

literature, i.e. the four main risk components (Hollman & Forrest, 1991, Wilks & Davis, 

2000 and Priest & Gass, 1997). By adding a final component, a feedback loop that 
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makes it possible to review and evaluated actions in order to improve and modify 

operations procedures creates a risk management review and complete the model 

(Swarbrooke et al., 2000, p. 181).   

A firm providing adventure recreation may monitor its risk management program by 

setting performance objectives, checks out actual performance against those objectives 

and deciding what degree of noncompliance from established goals that might need 

corrections (Hollman & Forrest, 1991, p. 63; Lipscombe, 2007, p. 18). This monitoring 

step aims to make certain that the efficiency and effectiveness of the risk management 

program in hand, are secured (Lipscombe, 2007, p. 18). If correction actions are 

indicated, the adventure tourism operator can improve and/or make changes in their risk 

management strategies in order for feedback to formalize, so this entire process can be 

viewed as a never ending cycle of evaluation and decision-making (Hollman & Forrest, 

1991, p. 63). The company should be aware of the risks inherent in their operations and 

due to them made decisions on how the risk should be covered. Cloutier (2003, p. 255) 

states that it is important to choose what risk exposure level that is acceptable to the 

company and its customers. Furthermore, he explains that the chosen level of risk 

exposure is relative to the customers' tolerance. This stands in close connection with our 

research question regarding the balance between risk management procedures and the 

customer’s motivations and desires for engaging in adventure tourism. 

4.2.4 LEADERSHIP & INTERACTION WITH CUSTOMERS 

In adventure recreation the firm’s general objective is to serve a specific market through 

the use of skilled personnel, this is classified as a Professional service (Hollman & 

Forrest, 1991, p. 59). Long interactions of contact time, process orientation, 

customization, and staff discretion are essential in this archetype. As described earlier, 

in a business where the relationships with customers are a close collaboration and 

associated with teamwork the relationship with them becomes extra important 

(Grönsroos, 2008, p. 343). Risks of defection of customers, or general dissatisfaction of 

a customer are highly significant loss exposures for these kinds of businesses. The 

interest of customers becomes crucial in order for the business to succeed and be 

sustainable over time (Grönroos, 2008, p. 39).  It is therefore essential to select risk 

management techniques that minimize the customer´s alienation (Hollman & Forrest, 

1991, p. 60). Measures like performing background checks of prospective employees 

which ensures their competence and reliability through pre-employment testing, 

matching employees with job specifications and monitor and assess the employees´ 

performances (Hollman & Forrest, 1991, p. 60). One could argue that this archetype 

best resembles the branch of adventure tourism due to the amount of interaction time 

with customers are long and can tend to be personal between a guide or expedition 

leader and their customers. Cloutier (2003, p. 248) states that adventure tourism should 

focus its service development on how the service is presented. This is largely driven by 

customer needs and desires. Due to the fact that the core business is about customer 

service, the staff i.e. the expedition leader (project manager) and Sherpas (employees) 

that comes in direct contact with clients must focus on providing an excellent service. 

The context of leading groups in a wilderness environment requires a broad range of 

skills and expertise from the guides (Cloutier, 2003, p. 248; Swarbrooke et al., 2003, p. 

172). 

According to Hannah et al (2009, p. 902-03), leadership in a context inherent physical 

risk exposures is a balancing act between supportiveness and performance orientation. 

In the high risk context of adventure tourism, participants’ level of risk acceptance and 
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belief on their own competence can have a major impact on the leader (Hannah et al, 

2009, p. 898). The authors argue that it is foremost the leader’s role to manage the 

tolerant level of risk, especially because the motivational aspect in adventure tourism 

appears different compared to other tourism activities (Hannah et al., 2008, p. 669). A 

greater share of existing leadership research has focused on the effects of charismatic 

and transformational leadership on followers’ motivation and performance (see Bass, 

1985, Bass & Avolio, 1997; Conger & Kanungo, 1998). When it comes to leadership in 

adventure tourism the motivation from participant arises from the thrill, the potential 

“highs” and excitements by putting themselves in a high-risk situation and this 

motivational aspect should be acknowledged (Swarbrooke et al., 2003, p. 171). The 

context of leading groups in a wilderness environment requires a broad range of skills 

and expertise from the guides and the activities are largely driven by customer needs 

and desires (Cloutier, 2003, p. 249). The core business, when staff comes in direct 

contact with clients, the focus on providing an excellent service and collaboration with 

participants are of great importance (Grönroos, 2008, p. 18; Cloutier, 2003, p. 249). 

Burnette et al (2011, p. 34) argues that the leadership style of the expedition leader is 

often more direct. A directive leadership is often used when group members are less 

experienced than the leader and when the task is complex. Burnette et al (2011, p. 37) 

further state, in their analysis of the Mt Everest case (1996), that a key component of a 

groupthink model must be incorporated into investigations is the role of directive 

leadership. However, they also argue that “Leaders who encourage open discussion can 

harness task cohesion for increased performance rather than stifling dialogue through 

directive styles.”(2011, p. 37). Hällgran e.t al (2007, p. 775-76) identifies the expedition 

leader at the Everest expedition in 1996 as one of the sources of the disaster. He argues 

that life threatening or project threatening situations will occur and the need for action 

will make rational tools and goal-setting inadequate. The importance of the right tour 

guide and his/her abilities becomes evident in these extreme contexts, especially in 

cases like the Everest disaster in 1996. As Mumford et al. (2000, p. 88) argue, leaders 

have great impact on organizations and certain skills and experiences are found to be 

particularly important. High levels of experience, problem-solving skills, and social 

skills are some of the highlighted characteristics of organizational leaders (Mumford et. 

al. 2000, pp. 88-89). Cloutier (2003) has a similar view of leadership in the business of 

adventure tourism that integrated nature of knowledge, skills and abilities. The figure 

below is an illustration based on Cloutier’s (2003) model of the characteristics of 

leadership, including five primary task areas: interpersonal, safety, technique, 

environment, and culture (Cloutier, 2003, p. 248). 
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Figure 3 – Interpersonal skills – Experience and Judgement 

Source: Illustration developed by Cloutier, 2003, p. 249 

The possession of an engaging personality and good interpersonal skills is paramount 

for leaders who are involved in working with both individuals and groups in 

instructional situations that sometimes can be long and stressful (Cloutier, 2003, p. 

248). The skill that includes safety refers to the all-encompassing nature of the guide’s 

role in keeping clients healthy and safe with respect to hazards in the wilderness. 

Aspects of hygiene, diet, medical treatment and care, search and rescue, and 

management of emergencies are all essential (Cloutier, 2003, p. 248).  Technique refers 

to the fact that guides are required to possess a certain spectrum of skilled expertise in 

the primary activity such as equipment use, equipment care, and food preparation 

(Cloutier, 2003, p. 249). The clients are expecting that the guide will have skills and 

background knowledge that far surpass the functioning levels of trip participants 

(Cloutier, 2003, p. 249). When it comes to environmental knowledge, it is essential that 

the expedition leaders have the ability to impart clients a respect for and understanding 

of the natural resources upon which the adventure industry depends on (Cloutier, 2003, 

p. 249). Swarbrooke, et al (2003, p. 194) acknowledge that the physical environment 

often is an important if not the main attraction of adventure tourism. It may include 

educating participants in a third-world culture, minimum-impact camping, educating 

clients about pollution and litter control, all in respect to environmental stewardship or 

pollution issues (Cloutier, 2003, p. 248; Swarbrooke, et al, 2003, p. 194). In a larger 

picture environmental knowledge is about protecting natural resources based on future 

generations to use (Cloutier, 2003, p. 248). Culture refers to aspects of foreign culture 

and local heritage (Cloutier, 2003, p. 248). The guides that are leading groups in foreign 

countries are obliged to have a good understanding of the local language, art, 

archeology, natural history, and anthropology. A part of this ability is to add value to 

the client’s trip and to assist with interpretation of the local culture and its people 

(Cloutier, 2003, pp. 248-249). Last but not least is the question of whether the tour 

operator and its employees have been acting properly in moral and ethical terms 

(Cloutier, 2003, p. 250). Since the purpose of this study is to investigate risk 

management in the interaction between the service provider and the customer, it is 

reasonable to assume that the ethical and moral issues arising when providing activities 

with a more dangerous nature are of importance.  

In summary, one could argue that the manager’s selection of risk management 

techniques depends on the amount of interaction time with the customers. As described 

in chapter 4.1 Stakeholders and service promises, the relationship with customers are of 

great importance since they are the ones that have great influence the firm’s operational 
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activities. With this is in mind, we recognize the importance of the role of the 

expedition leader during a mountaineering expedition. It is the expedition leaders and 

the Sherpas experience and skills that will assist customers achieve the goal of their 

purchased service and at the same time, it is reasonable to assume that the leader has 

great impact on how the customers experience the activity. This lead us to assume that 

the group can affect the tour guides action since the relationship between the different 

parties is a close collaboration. Since our purpose is to investigate how the balance 

between risk and safety can be managed the following area will be one primary area to 

focus upon when conducting the analysis of the empirical data.  

 

4.3 MOTIVATIONS AND EXPECTATIONS FOR ENGAGING IN 

ADVENTURE TOURISM 

4.3.1 PERCEPTION OF RISK    

This part of the theoretical frame of reference will move focus from how a service 

provider of dangerous activities can exert risk management through various strategies 

and techniques. Instead the focus will contain a theoretical foundation why customers 

are buying such services and how they perceive the presence of risk in foremost 

adventure tourism activities.  

There has been a huge interest over the years to describe adventure tourism in terms 

participants' motivation, probably due to the fact that it can appear to be difficult to 

grasp why people would risk their lives to climb high mountains or throw themselves 

with a canoe into gushing rivers. Traditional approaches describe the motivation of such 

adventure activities in terms of deliberate exposure towards risk and danger. These 

theories of risk describe the motives for endeavors towards adventure tourism as being 

the challenge and danger of activities exerted in harsh and extreme natural environments 

(Gyimothy & Mykletun, 2004, p. 857). Participants in adventure tourism accept risk, to 

a lesser or greater extent, and risks are therefore an integrated part of the activities 

(Collins & Collins, 2013, p. 79). In the modern world, risks are dealt with in different 

ways on an everyday basis. Risk as a feeling can be related to fast, instinctive and 

intuitive reactions to danger (Collins & Collins, 2013, p. 72). Schaeffer (2008, p. 272) 

argues that people sometimes underestimate risk and the reason why depends to some 

extent on the different ‘damping mechanisms’ that allows us to underestimate risk faced 

by ourselves compared to risk faced by others, but also a lack of knowledge and 

experience contribute to a decreased awareness of risk. For example, if the risk is 

voluntary, common, known or controllable the feeling of perceived risk decreases, 

while involuntarily, uncertain, new or unnatural experience rather increases the 

perception of risk (Schaeffer, 2008, p. 273). Carter (2006, p. 322) argues that adventure 

tourism participants have a paradoxical desire for risk and safety and that tour operators 

can create a protective frame in order to ensure a positive experience. He also disputes 

that adventure tourists seek fear and thrills with minimal exposure to actual risk, but at 

the same time require a challenging, but safe experience in which they feel protected 

from risk, hence the importance of the protective frame (Carter, 2006, p. 323). This can 

be connected to how the service promises of balance between risk and safety, and 

thereby the service relationship is formed between customers and service provider e.g. 

tour operator. Another factor that might influence the motivational states is the nature of 

the activity itself, thus adventure tourists may experience emotional and motivational 

fluctuations during these activities (Schaeffer, 2008, p. 273; Carter, 2006, p. 323; 

Palmer, 2009, p. 324). Ralf Buckley (2012, pp. 961-962) argues that participants of 

adventure tourism are not really motivated by risk. He claims that the main motivating 
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factor behind adventure tourism activities is a concept he define as rush. Previous 

researchers in adventure tourism have according to Buckley (2012, p. 961) argued that 

the concept of rush is ‘ineffable’ or ‘indescribable’. For example, Brymer and Oades 

(2009, cited in Buckley, 2012, p. 961) quote a BASE jumper “you can’t even begin to 

try to make someone who hasn’t done it understand”, and Bratton et al. (1979, p. 24) “if 

you have to ask why men (sic) climb, you wouldn’t understand the answer”.  According 

to Buckley (2012, p. 961), the concept of rush is a clear and distinct and self-contained 

concept among active participants of adventure tourism. There are a number of other 

academic concepts related to rush, such as flow, peak experience, edgework and serious 

leisure (Buckley, 2012, pp. 966-968).  

Since we are investigating how service providers should practice risk management 

through their managers and employees in order to create a balance between safety 

measures and the risk that is necessary to participants’ desire for adventure, it is relevant 

to examine various theories relating to the psychological framework of adventure 

tourism. This in order for a company to be able to establish a functioning and hopefully 

good stakeholder relationship, the company (e.g. tour operator) should be aware what 

the demands and requirements of their stakeholders, which in this case are the 

participants (e.g. customers) of adventure tourism.  

Considering the participants’ high motivation and desire to complete an adventure 

tourism activity, it is reasonable to assume that the participants’ psychological 

foundation could affect the expedition leader’s interpretation and management of 

potential risk. From this perspective, if the leaders of the activities believe that 

participants are able to complete an activity, they need to keep in mind that this is not 

always the case. For example, the customer’s desire to complete the activity might lead 

to potential dishonesty regarding in what physical shape they actually are in. Leaders 

have to take this into consideration and reflect how this will affect different decisions. 

We also acknowledge that the leaders themselves (expedition leaders) are part of the 

activities and can therefore also be seen as a participant which indicates that they can 

have a similar mindset. So the tour leaders also face a potential risk of physical harm 

during the activities in hand. This means that it is reasonable to believe that they strive 

to provide the complete service that the participants have paid for in order to create a 

good service and stakeholder relationship, despite level of risk and uncertainties, and at 

the same time have a high desire to complete an activity. This is relevant in regard to the 

research question since the purpose of this study is to investigate risk management in 

the interactional relationship between the manager, employees and the clients. How 

these psychological expectations and motivations are managed and the impact of the 

risk management strategies of the experience quality is of great importance.    

4.3.2 SERIOUS LEISURE 

Serious leisure employs the concept of enduring involvement. In the context of 

adventure tourism enduring involvement may help to glean further understanding of 

client’s personal meanings at an adventure tourism setting. Enduring involvement is 

defined “an unobservable state of motivation, arousal or interest toward a recreational 

activity or product. It is evoked by a particular stimulus or situation and has drive 

properties” (Beckman, 2013. p. 8). Enduring involvement shows the range of lasting 

devotion that a person has to a leisure activity, the importance of an adventure tourism 

product is reflected in a participant’s personal values and beliefs, which are considered 

to be enduring (Kyle & Gerard, & Chick, 2004, p. 254). It helps to encompass the 

concept of commitment, i.e. how engaged the consumer is in relation to the 
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product/service. In terms of consumerism, when a customer / client has a high 

involvement, they will make purchases that are personally important and relevant to 

them (Havitz & Dimanche, 1990, cited in Beckman, 2013, p. 21). Enduring 

involvement “derives from the perception that the product is related to centrally held 

values, those defining one’s singularity, and identity, one’s ego” (Laurent & Kapferrer, 

1985, p. 42). Operationalization of enduring involvement in the context of adventure 

activities are classified into four different factors: enjoyment, importance, centrality, 

and self-expression (Schuett, 1993, cited in Beckman, 2013, p. 22). 

The factor of centrality is about how central an activity is to a person’s lifestyle, the 

extent to which the person’s ‘social bonds circulate around a leisure activity’. An 

adventure tourism activity could be considered as crucial if a customer’s/client’s way of 

life is organized based on that activity (Kyle, Graefe, & Manning, 2003, cited in 

Beckman, 2013, p. 23). In the dimension of importance the perceived meaning of an 

adventure tourist activity is in focus. If it is considered of great deal of importance by 

the customer/client, the involvement increases (Havitz & Howard, 1995, p. 257-259) 

and it is a primary factor of high interest in the strategy, skills and knowledge involved 

in becoming an expert in the adventure activity at hand (Beckman, 2013, p. 23). Self-

expression stands for the degree to which clients are able to express their individuality 

by participating in an adventure activity (Gross & Brown, 2008, p. 1144-46). It evokes 

feelings of freedom from the constrictions of normal life. An adventure tourism activity 

provides people with the opportunity to express the self towards their social 

environment, achieve self-affirmation and allowance to be themselves (Kyle & Chick, 

2004, pp. 252-254). Lastly, the dimension of enjoyment/attraction, which is widely 

used, measure the pleasure derived from the participation of an (in this case an 

adventure tourism) activity (Funk, Ridinger, & Moorman, 2004, pp. 41-42).  

According to Buckley (2012), the concept of serious leisure is clearly quite distinct 

from the concept of rush but there are however some points of contact. It requires 

involvement and commitment over an extended period of time and this commonly 

includes a development of skills and increasing identification with the activity in hand, 

which can be marked as an intention of conducting a serious leisure career (Buckley, 

2012, pp. 964). As described above, the involvement and commitment in combination 

with the development of skill can be used in connection with the leader of the activities 

a service provider have. Since this study investigates how a balance between risk and 

safety can be managed in turns of activities with a more dangerous nature, the leader’s 

skills and motivational aspects in this context will be a part of the investigation. One 

can assume that the leaders experience and passion for the certain activity have great 

impact on the overall experience perceived by the customer. This can have a big impact 

on the service provider’s ability to keep the service promise made to the customer. As 

mentioned before, since the leader in this study is part of the activity, he/she must take 

the requirements from the customers, employees and him/her into consideration when 

managing the balance between risk and safety. 

4.3.3 EDGEWORK 

The term of edgework was first introduced by Thomson (1971) and aimed to describe 

the phenomenon of people voluntarily exposing themselves to risky activities and 

thereby negotiate between sanity and insanity, and between life and death. The terms 

initial concept has remained unchanged in theory, edgework is about “negotiating the 

boundary between chaos and order” (Lyng, 1990, p. 855). The framework of edgework 

is commonly used in the literature of adventure tourism in order to explain why people 
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participate in different forms of adventure activities (Allman, Mittelstaedt, Martin, & 

Goldenberg, 2009, pp. 230-231).  Lyng (1990, p. 852) argues that edgework theory is 

considered to be critical when examining the motivations for adventure tourism.  Lyng 

(1990, p. 856) highlight risk as one of the strongest motivations for participation, 

whether it is about actual risk or if the risk is just acknowledged but minimal. 

Adventure tourists’ desire situations or contexts where they feel challenged and face 

danger and fear that can lead to a state of exhilaration and joy. This is what the 

customer’s desire when engaging in a service promise with a service provider of 

dangerous activities or services, but at the same time the provider of such services must 

apply risk management measures in order to create a proper balance so the customers do 

not receive serious physical harm from the service or activity, which stands in close 

connection to the research purpose. The edgework theory of voluntary risk-taking mark 

people who engage in those kinds of activities as edgeworkers (Beckman, 2013, p. 19).  

Edgeworkers do seek out activities in contexts where they have a great chance of 

experiencing discomfort and being able to face their fears. Thereby the possibility 

appears where the edgeworkers can negotiate between possible danger/disasters and 

hopefully safely handle those without losing control (Laurendeau, 2006, pp. 854-55). 

There are three stages in how participants in adventure tourism practice edgework 

according to Lyng (1990, p. 853-54). In the first stage the edgeworkers can feel a little 

nervous and fearful when they are preparing for participation in the activity. The second 

stage is about performing the activity and here the edgeworkers often act free from 

consideration about possible serious consequences. Then the third stage of aftermath 

kicks in, when edgeworkers experience an achievement of self-actualization and their 

self-image is enlarged due to the reflection over their last accomplished triumph (Lyng, 

1990, pp. 884-85; Beckman, 2013, p. 20).  

One can assume that since the concept of edgeworker is describing the negotiating of 

‘the boundary between chaos and order’ and the practice of edgework, in particular the 

second stage can be strongly associated with risk management actions. In a state where 

a customer's ‘act free from consideration’ with potential serious consequences, the 

importance of risk management practice regarding customers’ physical health and well-

being becomes extra important.   

4.3.4 FLOW AND THRILL 

Carter (2006, p. 323) describes adventure tourism as an activity where participants cross 

boundaries in pursuit of thrills, and the experiences from those activities may be defined 

as playful exploring. As mentioned before, it is also argued that fear, not risk, is central 

attraction or motivation in participation of adventure tourism. Clients are actually 

playing with their fear, not risk. This brings the service providers in adventure tourism 

to commodity fear into the concept of thrill (Carter, 2006, p. 322). Due to this fact, one 

can argue that providing fear but not real risk of physical injury is an essential part in 

the service promise a service provider in adventure tourism makes towards their 

customers.  

Csikszentimihalyi (1975) presents the idea of flow experience, showing that a balance 

between the skill required and the challenge inherent in an activity, positive feedback 

may occur in terms of satisfaction. The reason for conducting this theory was originally 

intended to explain the motivation of particular activities that seems to not carry any 

tangible material benefit, activities like mountaineering or chess. He wanted to answer 

the question: “How does an intrinsic reward feel?” Flow is according to 
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Csikszentimihalyi most easy to experience in autotelic activities commonly involving 

elements of adventure that rewards within the participants' self which do not rely on 

material incentives. He suggests that controlled risk, taken on as a challenge, adds to the 

overall enjoyment of the experience, and risk is therefore an integral part of the activity 

(Carter, 2006, p. 318). The experience of flow is defined as “one of complete 

involvement of the actor with his activity” (Csikszentimihalyi, 1975, p. 36).  

Flow is defined as a state being determined by a balance of challenge and skills without 

any indication of anxiety, boredom, or worry. In the attempt to validate the original 

element-model of flow, which assumed that flow experience represented by six numbers 

of indicators who was dependent on the literal match of challenge and skill. However, a 

multitude of studies failed to significantly predict a majority of the flow indicators with 

the literal match of challenge and skill (Csikszentimihalyi, 1990; Ellis, Voelkl, & 

Morris, 1994). In order to address this problem of prediction Massimini & Carli (1986) 

developed a four channel flow model. The model defines the following four channels of 

flow:  

 Flow occurs when challenge and skill are above one’s personal mean 

 Anxiety occurs when a challenge is above the personal mean and the skill is 

below 

 Boredom occurs when the skill is above the personal mean and challenge is 

below 

 Apathy occurs when both challenge and skill are below the personal mean 

(Jones et al. 2003, p. 19) 

 

Figure 4 – The four channel flow model (Jones, et. al. 2003, p. 20) 

Csikszentimihalyi states that emotional skills required to engage in fear of real risks that 

are present in adventure tourism may lead to a flow state, not from the danger itself, but 

due to their ability to minimize it by exerting control of these risks. A potential anxiety 

state shown in the four channel model can be transformed into a more optimal 

experience, suggesting that the four channel model may be somewhat limited in 

describing states of mind during participation in an adventure tourism activity (Jones et 

al, 2003, p. 20). 

As mentioned above, according to Buckley (2012, p. 963), rush involves the 

simultaneous experience of thrill and flow. Thrill does not necessarily involve either 

skill or flow, and flow does not necessarily involve thrill. As described above, the 

concept of flow applies towards any skilled activity that requires the participant’s full 

mental focus and physical ability in practice (Buckley, 2012, p. 963). A musician or a 
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surgeon may experience flow, but more unlikely thrill. Previous studies have thoroughly 

examined the role of flow in adventure tourism without linking it to trial. Thrill refers to 

a purely adrenaline-based psychological kind of response, in fact unrelated to expertise. 

Thrill can be experiences of a man who wins the lottery for example. In summary, there 

are many kinds of thrill, and many kinds of flow, that often are very independent from 

each other and not associated with adventure tourism. Buckley (2012, p. 964; 

Csikszentimihalyi, 1975, p. 36) argues that the concept of rush refers to both flow and 

thrill which are experienced simultaneously and associated with successful performance 

of an adventure activity at a high level of skill.  

It is reasonable to assume that the adventure tourism operator or the expedition leader of 

the activity can affect the flow a participant receives from both conducting and 

completing an activity. But what happen if, for example, an expedition leader refuses 

participants to continue an adventure activity because of the high level of risk? Since it 

is the tour guide’s main job, to keep the customer pleased and provide as good 

experience as possible, reject the participant to utilize the experience to 100 % would 

mean that the tour guide fails to deliver what the customer has paid for. 

4.3.5 ADVENTURE EXPERIENCE PARADIGM 

Priest and Martin (1986) present an alternative but similar model of optimal adventure 

experience in adventure tourism, the Adventure Experience Paradigm (AEP). The 

model integrates concepts from optimal arousal theory (Ellis, 1987), flow theory 

(Csikszentmihalyi, 1975). This model explains the optical and non-optical states in 

adventure pursuits and how adventure tourism participants seek to find the state named 

‘peak’ adventure. It is connected to the theories presented by Ewert (1989) who claims 

that participants in adventure tourism pursue these activities in order to contain threats 

to their lives, for the thrill and exhilaration state it encompasses (Ewert, 1989, p. 13).  

According to Jones et al. (2003), Martin and Priest have continued the path of the flow 

model of challenge-skill measures in the AEP but they have modified the original flow 

model by using a balance of perceived risk and competence to assess a state of peak 

adventure (Jones et al, 2003, p. 21). Presented below is an illustration of the five 

conditions dependent on the balance of perceived risk and competence: 

 

Figure 5 – The Adventure Experience Paradigm (Martin & Priest, 1986) 

The AEP theorizes five conditions dependent on the balance of perceived risk and 

competence: (1) devastation and disaster, (2) misadventure, (3) peak adventure, (4) peak 

adventure, (5), exploration and experimentation (see figure 5). The condition of 
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devastation and disaster appears where the risk overwhelms the competence of the at 

this point the participant perceives a likelihood of real injury or even death. 

Misadventure occurs in a condition where the competence does not quite match the 

exposed risk, possibly created by some unforeseen incident (Priest and Baille, 1987, p. 

8; Jones et at,. 2003, p. 21). The state which is argued to be the most desirable of 

adventure tourism is the construct of peak adventure, “razor’s edge”. In this condition 

the participant intensely concentrating on the task or mission at hand and experiencing a 

state of euphoria. Further on, Priest & Baille (1987) state that clients will seek this level 

of optimal arousal and aim to stay in this state of peak adventure of the close match 

between their perceived risk and competence. Only after this will the state of euphoria 

and arousal start to fade away and the condition of adventure occurs when there is a 

slightly lower risk than acquired competence to test. Lastly a participant finds himself in 

a condition of exploration and experimentation when the risk of an activity is low due to 

assemble of competence. This provides a more relaxed setting of practicing the skills 

towards the activity in hand (Priest & Baille, 1987, pp. 15-16; Jones, 2003, p. 21). 

Further on, Buckley (2012, p. 963) argues that the rush may be considered as a very 

particular form of the described concept of peak performance. Buckley criticizes the 

construct of peak experience to be more theoretical rather than empirical and lacks 

recognition from participants involved in adventure tourism. He argues that the concept 

of ‘Rush’ on the other hand is something that adventure tourists recognize on a regular 

basis, but at the same time to define rush as a peak experience does not convey the 

concept as a type of motivation in adventure tourism in a successful way (Buckley, 

2012, pp. 963-64).   

However, Carter (2009 p. 323-24) argues that the AEP model fails to sufficiently 

explain the negotiation of the risk in the experience. As mentioned before, the 

negotiation of risk exists on a present basis within these more extreme contexts and is 

therefore reasonable to assume that the negotiation of risk in adventure tourism affect 

tour guides actions but the question is to what extend? The theory is relevant for our 

research, as the purpose of this study is to investigate the balance of risk and safety and 

how tour operators can manage it, the negotiation of risk is consequently an important 

part. Thereby, we conclude the importance of establishing a tolerant limit for the tour 

guides (leaders) that might assist the leaders to manage the participant’s perception of 

risk and its competence in order to balance the right level of risk and safety. This can 

show the importance of establishing a well-functioning service relationship between the 

tour guides / expedition leader and the customers as strong stakeholders in order to 

deliver on the service promise of providing the customers with a state of peak 

adventure.  Furthermore, as discussed in the problem background, some organizations 

such as adventure tourism operators need to recognize that some people thrive from the 

element of risk by the adrenaline rush caused by adventure tourism activities. The 

motivational aspect of adventure tourism can therefore be seen as an opportunity for 

tourism operators. The interaction with customers and the relationship with these 

stakeholders serve as a fundamental aspect when investigating how the balance between 

risk and safety can be managed since both the leaders and the clients’ skills versus risk 

can be associated with the AEP model. The motivational concepts presented above are 

used in order to create a deeper understanding within the psychological framework of 

high risk activities in order to achieve better understanding of risk management practice 

in the context described above.   
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To summarize, according to Buckley’s theory about rush, risk is not part of the 

attraction or motivation for engaging in adventure tourism. The risks of accidents and 

possible injuries are simply an unavoidable aspect of trying harness powerful forces of 

nature through one’s own capabilities and small pieces of specialized equipment. Risk is 

a corollary of the rush that the adventure tour clients are seeking. According to 

Buckley’s theory about rush, it is reasonable to assume that the same circumstances 

which provide rush also generate risk. Therefore, we conclude that it is a client’s aim to 

experience rush and it is up to the service providers to customize their offers of 

adventure tourism in order to maximize the rush and minimize the perception of risk 

and hence create a balance between risk and safety. 

4.4 SUMMARY OF THEORETICAL FRAMEWORK  
The theoretical concepts presented in this chapter will create the foundation of our 

empirical case study. We have summarized the theoretical frame of reference in the 

following model: 

 

Figure 6 – Our Theoretical Framework 

This model will create the foundation of our empirical case study. As the model shows, 

the core of this research is built upon strong stakeholder; managers, employees and 

customers in a mountaineering expedition and how risk management can be carried out 

within the interactional relationship between these stakeholders. Since our purpose of 

the study is to gain an understanding of the balance of risk and safety in terms of 

participant’s perception of risk we also incorporate psychological theories in adventure 

tourism as the foundation of this research. Psychological theories such as: Edgework, 

Flow and Thrill and the AEP model will be used to investigate the customers’ influence 

of risk management practice.  

The stakeholder model, together with the presentation of service promises explains the 

relationships between the company and its main stakeholders, and the influence stronger 

stakeholders can have on the firm's operations (e.g. Mountaineering expedition). This 

model is thus important because it explains that organization depends on the stakeholder 

and why it is important to meet stakeholder needs and create a functioning relationship 

with different stakeholder groups. By creating customer satisfaction by keeping service 

promises through risk management of potential physical harm is of great importance in 

this particular service business. 

One part of this model concerns how a risk management process with various risk 

management techniques should be conducted in a temporary service organization in 

order to create a tolerant level of risk inherent in dangerous activities in service 

operations. We expect all processes to be useful in our empirical investigation, but 
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whether all presented techniques will be applicable remain to be seen. This depends on 

the other part of our research model, which consists of customers' motivations and 

expectations of adventure tourism. This part aims to create an understanding about the 

motivational aspects determining customer demands of adventures and exciting 

experiences. The extent to how the various techniques of avoidance, reduction, 

prevention and transfer are used will be dependent on the severity of the risk exposure 

in hand but also the customers’ tolerant level of these exposures. A too strict risk 

management program might obstruct customers’ desires for peak experience or flow, 

but when operating a too loose risk management program legal, public and ethical 

issues may arise from service operations in adventure tourism. This is the balance we 

aim to examine by determining which level of different risk exposures that should be 

accepted by the risk management program for businesses providing high risky activities.    
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5. PRACTICAL METHODOLOGY 
The aim of this chapter is to describe the practical methodology; the choice of case and 

what methods we have applied to the empirical data. Moreover, it describes what 

methods we have used when selecting relevant empirical data and how the empirical 

data will be presented. The final part of this chapter will explain critical considerations 

we have made during our data collection process. 

5.1 CHOICE OF CASE  
As mentioned in chapter 2.5 ‘Research design’, we will conduct a case study. In order 

for us to answer our research question we are going to investigate a mountain-climbing 

expedition on the highest mountain in the world: Mount Everest.  

“Over the past two decades, climbing the world’s highest mountain has become more 

and more commercialized. Each season you can read in the media how climbers get 

killed or left to their fate.” – Hällgren, M (Tripleed, 2014) 

Most media attention is focused on accidents, but we believe that a mountain-climbing 

expedition are a suitable in-depth study to investigate in order for us to answer our 

research question. A mountain-climbing expedition requires extensive planning and 

control and the key to most routines is taking calculated risks. As mentioned before, a 

service provider of potential dangerous activities has to practice additional risk 

management techniques that include protecting customers from physical harm. 

Furthermore, the organization must manage transport, subcontractors, stakeholders and 

clients (Hällgren, 2009, p. 95), and the expedition leader has to manage serious risks 

and high uncertainties during the activities. The expedition leader needs to deal with a 

combination of organizational and personal issues (Hällgren, 2009, p. 95). One could 

say that the expedition leader is the company’s representative and his or her 

responsibilities should be in close connection to the company’s vision and mission. 

Examining an expedition is useful to our understanding of managing the balance 

between risk and safety because it represents the outer boundary of an extreme case of a 

dangerous activity.  

This case study is chosen because it has particular features and characteristics which 

will enable detailed exploration and understanding of the phenomena of interest. It 

employs reasoning that the learning is heightened by looking at the extremes of 

phenomena. In comparison to an organizational structure, the Everest case meets the 

basic definition of a project (see project definition p. 5). Our goal in the Everest case is 

to use the analysis to illustrate the theoretical proposition of risk management 

techniques and the relation between the manager and the team members. The activity, 

viewed in the context of risk management techniques, illustrates actions and decision 

made by the team leader (or project manager) in different points in time. The 

illustrations of these activities can explain how a project group can respond to stressful 

situation in dangerous activities. This particular case study represents the area we wish 

to study and can embody the themes, the research objective and potentially be used to 

expose implicit assumptions and norms. The case is not intended to be statistically 

representative, instead, the case is used as the basis of selection with features that makes 

it well suitable for a case study. As mentioned before, a case study raises concerns 

regarding the potential lack of generalizability. The setting, the expedition, and the 

details of this event represent only one case, but on the other hand, this is one goal of 

conducting this particular case study. By understanding this event we hope to gain 

knowledge that could be applied to other groups and settings. 
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5.2 EMPERICAL DATABASE   
Our empirical data will be gathered from a database created by the research project 

Extreme Environments – Everyday Decisions (Triple ED). In March 2013, researcher 

from Triple ED conducted an American Alpine Club endorsed research expedition. This 

research expedition took place in the Himalayas in order to track a mountain-climbing 

expedition in their attempts to summit Mount Everest. The purpose of the research 

expedition was to document the decisions made and to study how expedition leaders, 

clients, organizers, and local staff work together to complete an expedition as safely as 

possible. “The data from this unprecedented research will be used by TripleED to 

develop theories about how teamwork, decision-making and leadership in temporary 

organizations function under dangerous and volatile conditions” (Tripleed, 2014). The 

project is based at the Umeå School of Business and Economics but the research team 

consists of members from several different nations. During the expedition the initial 

phase of operations of climbing was observed while some project members remained at 

base camp until early June (2013) to continuously conduct ethnographic interviews with 

expedition team members and performed participant observation. Additionally, one 

research member collected similar data from the upper parts of Mount Everest and 

Lhotse (fourth highest mountain, approx. 8500 m, next to Mount Everest).  

The database, created by this research group, that are available for us consist of 175 

transcribed interviews from different members of the expedition at different point of 

time, 30 documents of transcribed radio communication, 186 documents of a field notes 

conducted by the researchers, describing the complete research expedition day by day 

from their point of view. Finally, there are tracking records of team members journey 

from base camp to the summit (or not all the way to the top) and down again. This 

tracking record is an excel sheet that provides an overview over the documents in the 

database. We will describe how and what data we selected from this extensive database 

further down in section 5.3.  

As mentioned above, the TripleED research team studies topics such as organizational 

routines and roles, leadership, and team dynamics, but also the commercialization of 

mountaineering and the organizing and risk in mountaineering based on this database. 

So far has no research based on this data being published, but members of this research 

group have previously published work on studied in various areas within 

mountaineering expeditions. Some examples of these are research based on the 1996 

Mt. Everest disaster and K2 disaster in 2008; Groupthink in Temporary organizations, 

Deliberate ignorance in project risk management, ”The Elusive Goal – Negotiations 

And Re-Negotiations Of Success And Failure In Temporary Organizations”, just to 

mention a few. All previous published research can be found on the website of the 

research group. Furthermore, no research has so far focused upon the balance between 

risk and safety.  

We acknowledge that some of the in-depth interviews are gathered by the research 

group with a different objective compared to ours. We would like to point out that in 

interview questions with specific characteristics of contributing to research areas of 

decision-making or project management the factor of risk is inherent. So even if the 

researchers who conducted the interviews did not specifically had risk management in 

mind when asking the questions, project management of a mountaineering expedition 

and decision-making are concerned with risk management. Therefore, we argue that the 

answers from these interviews can be applicable to our field of research as well. 

Although, this mean that we had to be selective when we assembled our empirical data 
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from this extensive transcribed material since far from everything could be regarded as 

relevant for us in order to answer our research question. We identified and used parts of 

interviews, transcribed interactions and field notes which had a, according to us, clear 

connection to our research question, objective and purpose.        

Since the purpose of this study is to reach an in-depth understanding, our case-study 

approach and available data is highly relevant. By conducting this case study, we will 

be able to identify meanings and processes of the balance between risk and safety in the 

specific case of a Mount Everest expedition. Furthermore, this approach responds well 

to the methodological challenges of trying to investigate the balance of risk and safety 

in dangerous activities. Interviews would be the alternative method, but given the 

availability of detailed empirical data, a detailed analysis of the events is possible. For 

this reason, we believe that it compensates for potential benefits of conducting 

interviews.  

5.3 DATA COLLECTION 
The data we have gathered and used from the database in our empirical findings consist 

of mostly transcribed interviews with the expedition leader and the clients. In these 

interviews team members share their impressions and perceptions about the ongoing 

expedition. Various subjects are discussed such as awareness of potential physical risk 

exposures and concerns due to those risks. From the interviews we can also see how the 

expedition leader deals with different risk exposures which occurs during the expedition 

and what the client’s perception is of the team leader’s actions. Illustrations of how the 

expedition team is working in terms of teamwork are also provided to us from the 

transcribed interviews and we receive descriptions of how the team leader informs and 

communicates with his clients about his implementation of risk management 

techniques.  

In order to determine what information that were to be considered valuable for us in 

order to answer our research question we used coding categories and a topic guide 

which is described below in section 5.5.  Out of the 175 transcribed interviews we used 

approximately 50, those were interviews that we considered to withhold valuable 

information to our research question because of the title or the labeled tags found in the 

tracking record. Tags that have been useful in order to find relevant interviews is, for 

example accident, concerns, risk, conflict, teamwork, summit, decision and safety. We 

then summarized the relevant interviews into one section where the acclimatization 

period is described through various encounters and in the other section we summarize 

interviews illustrating how the summit push was carried out, mostly based on interviews 

where the participants renders the final track from their own memories and perceptions.  

Approximately 80 % percent of the empirical findings we present are based on these 

transcribed interviews. Our empirical findings are then presented according to our own 

interpretations of the encounters discussed in the interviews. The reason for why we did 

not use all the interviews is that all interviews was not relevant for us in order to answer 

our research question.     

We also present additional data, complementing our findings from the interviews. This 

additional data derive from field-notes conducted by the researchers accompanying the 

expedition team and also transcribed interactions between the members of the team. 

When we refer to data deriving from other sources than interviews, we will pinpoint that 

in our presentation of empirical findings. A table of our data collection is presented in 

Appendix 2.     
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5.4 ETHICAL CONCIDERATION 
Ethical principles can be summarized in four main areas: Harm to participant, Lack of 

informed consent, Invasion of privacy and Whether deception is involved (Bryman, 

2012, s. 135). Bryman (2012) argues that these four areas overlap somewhat, but still 

form a useful classification of ethical principles in and for social research. Any research 

study raises ethical considerations (Lewis, 2003, pp. 66-67), and those discussed here 

are also relevant to other forms of research designs then case study. However, the in-

depth, unstructured nature of our research and the fact that it raises issues that are not 

always anticipated mean that ethical considerations have a particular significance.  

Firstly, we want to take all reasonable precautions to ensure that the data used in this 

research and the respondents included in it are in no way directly harmed or adversely 

affected as a result of their participation in the research project. Since our empirical data 

consist of recorded interviews all respondents are to remain anonymous, both in the 

transcribed interview and data from journals, documentations, and tracking records. All 

participants and service provider of the expedition in hand, are to remain anonymous 

and pseudonym will be used if it is necessary to do so. It is important not to violate 

someone's privacy, or interfere in a company’s more confidential area that could be 

considered private to others outside of the company's operations. Furthermore, we have 

agreed upon and signed a confidentiality agreement not to share and spread the 

empirical database used in the research.  

Because of the nature of this research question we do not have to consider the area of 

‘Lack of informed consent’ to participants since this data is collected from an already 

existing database. However, it is of importance to clarify our research purpose and 

objective to the TripleED project leader (Markus Hällgren) in order for him to approve 

our research field (since we got the empirical data approved from him). Hence, avoid 

‘deception’, which means when the researcher represent their work as something other 

than what it is, by having a continuous collaboration and communicate with the project 

group throughout the thesis timeframe. 

5.5 DESIGN OF CODING CATERGORIES AND TOPIC GUIDE 
In order to answer our research question we aim to conduct a case-study. In order for us 

to organize the large amount of empirical data, we are developing ‘coding categories’ 

that makes it possible to present the data in a more structured way. We aim to evaluate 

the process of the expedition in terms of different risks faced during different points of 

time and how both the individual (clients) and the expedition leader actions towards 

different risks. By coding the interview data, journals, and tracking records help us 

understand conceptual relationship and facilitates a systematic and complex analysis.  

As described before, a Mount Everest expedition is divided into one longer 

acclimatization period and a number of milestones during the summit trek. The 

expedition and the empirical data are collected in the same order. For this reason will 

our empirical data be structured and presented in a similar way. Based on our research 

objective specific encounters will be presented during the acclimatization period. The 

theoretical frame of reference will shape ‘coding categories’ and follow main topics (see 

below) will work as a foundation to describe the data in chapter 6 “Empirical data & 

Analysis” and chapter 7 “Discussion & Findings”. When presenting and analyzing our 

empirical data, we will focus on the following five areas: 
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1. Provide necessary background information on the setting  

 categorize the view of respondents (both expedition leader and clients)  

2. Capture how participants (both expedition leader and clients) define a particular 

aspect of a setting and how they see themselves in the relation to a setting 

regarding the balance between risk and safety. 

3. Capture how participants (both expedition leader and clients) categorize and 

view each other and different objects in the different situations regarding risk 

and safety. 

4. Identify recurring informal and formal types of behavior regarding risk and 

safety, but at the same time identify infrequent and unique happenings in 

different settings. 

5. Examine social relationships between different stakeholders in the expedition. 

Explore informal and formal relations and investigate how participants 

accomplish things. For example, how an expedition leader makes decision 

regarding potential hazards that might impact the balance between risk and 

safety.  

Following question (see below) will be considered when presenting the empirical data, 

presenting findings and conducting the analysis of the balance between risk and safety:  

- What common themes arise in response to specific areas? How do these patterns 

help illustrate the research question and research objective? 

- Are there deviations from potential patterns? If so, are there any influences that 

might describe these deviations? 

- How are the expedition’s participants’ past experience related to their behavior and 

attitude? 

- What interesting stories emerge from the data? How do they help answer the 

research question?   

Our analysis and findings will be illuminated by using a Topic guide that assist us by 

defining units of meaning relevant to the research question.  

Topic 1: Expedition guides handling of risk in the context of clients’ interpretation of 

risk. 

Another area that we will focus upon is the direct and indirect action the expedition 

leader will conduct during the expedition in regard to potential risks and hazard faced 

by clients. This could for example be different decisions the leader takes that have low 

to high impact on clients’ continuing journey.  

1.1 Controlling risks – Risk Avoidance, retention, reduction, and transfer.  

As described in the theoretical frame of reference, we have identified 4 main techniques 

how to control risk. Since the different techniques can be summarized in these 

categories we will be looking for situations and patterns that indicate the practice of 

different techniques. 

1.2 We will seek expedition leaders’ actions to avoid, transfer, retain, and reduce risks 

in context of the potential effect of physical hazards. For example, identify routines that 

the expedition leaders exert. 

Topic 2: Participants perception of the balance between risk and safety  

An individual risk is defined as ‘the frequency at which an individual may be expected 

to sustain a given level of harm from the realization of specific hazards’ (Ridley & 
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Channing, 2008, p. 309). Since the participants have a considerable high desire for 

adventure activities the individual risk and the participants’ experience of that risk is of 

great importance. In regard to answer our research question the motivational aspect of 

engaging in potentially dangerous activities, concept such as Serious Leisure, Flow and 

Thrill and the AEP model will assist the study in order to fully understand participants’ 

perception of risk and safety. 

Topic 3: Effect analysis  

Finally, we will seek to identify the failure mode and cause of failure. This topic will 

highlight potential method of detection and available diagnostic aids. As described in 

the theoretical framework, the last stages of risk management commonly concerns 

evaluation if the adequate decisions have been made. By examining an effective 

analysis creates the opportunity to investigate how potential improvement of risk 

management actions can be made.   

5.6 CRITICISM OF SECONDARY DATA 
Secondary data sources can be beneficial, but at the same time there are drawbacks with 

the usage of these kinds of data sources. Lewis (2003) explains that, first of all, certain 

areas of the subject may not be central to the original objectives within secondary 

sources, and that it might be reflected in the available data. Therefore can the secondary 

analysis be limited in terms of depth (Lewis, 2003, p. 61). As mentioned before, we 

acknowledge that some of the in-depth interviews are conducted with a different 

objective in mind compared to our research objective. However, since the empirical data 

will be used by the TripleED research group to develop theories about decision-making, 

teamwork and leadership under dangerous and volatile conditions the research database 

are comprehensive enough for us to investigate how the balance between risk and safety 

are managed and how the relationship between participants can affect the tolerant level 

of risk. This can be seen as an alternative, yet similar, objective compared to the 

research groups’ objectives when they collected the empirical data.  

Furthermore, since we are not conducting interviews ourselves, but use existing 

transcribed interviews it can be regarded as a drawback. For example, we do not have 

the possibility to ask follow-up questions, ask a respondent to further describe a 

phenomena, evaluate the respondents answer in terms of body languages or interpret 

how a question is answered. Secondly, according to Lewis (2003) “the secondary data 

needs to be of high quality in terms of the conduct of the original data collection.” 

(Lewis, 2003, p. 61). We are aware that we were not able to choose respondents 

ourselves, but the quality of the secondary sources are detailed and very descriptive. 

Since we can gather our empirical data from interview, reports, a detailed journal and a 

tracking record the overall quality of the sources are comprehensive. Another factor we 

keep in mind when investigating the empirical data is the fact that the data are collected 

in an environment that we have not experienced and that we were not present when the 

expedition took place. We believe this can be seen as an advantage since we will be able 

to only present data that are available for us and not be influenced by own experiences 

and understandings. As mentioned before, we believe that the detailed empirical data 

available for us compensates for potential benefits of conducting interviews and collect 

primary data.  
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6. EMPIRICAL FINDINGS & ANALYSIS 
This chapter will be divided into two main parts; ‘Acclimatization period’ and ‘The 

Summit Push’. We will present the empirical data in the first part that include a shorter 

analysis throughout the text. In the second part, the empirical data will be presented 

following milestones of a Mount Everest expedition with an analysis after each trek. 

6.1 OVERVIEW OF EMPIRICAL FINDINGS 
As described in Chapter 3.2 an expedition with the goal to summit Mount Everest is 

divided into one longer acclimatization period followed by summit attempt (an 

illustration of an overview over the acclimatization can be found in appendix). The 

empirical finding is presented in the same order. With different encounters happening 

during the acclimatization period followed by a shorter discussion and connection to the 

theoretical frame of reference will be presented. The second part will be following 

milestones that represent the Summit Push. After each milestone, a discussion will be 

presented.  

6.1.1 ‘EXPEDITION LTD’  

The company in hand is putting time and effort into this expedition, seven months 

before departure. Base Camp and Lobuche Base Camp are set up in advanced and food 

is organized before the expedition starts (Field notes). All Sherpas working for 

Expedition LTD has several years of experience in accompanying expeditions on Mount 

Everest. Some Sherpas have previously summit Everest 6-8 times while some Sherpas 

have summited Everest 1-3 times, but still have good experience at 8000m. One Sherpa 

has summited Everest 13 times and have many other experiences above 8000m. 

Overall, all Sherpas working for Expedition LTD has very good experience. One Sherpa 

has the responsibility to run ‘office stuff’ for Expedition LTD and another one is 

working as a cook for the company. This person is accompanying the expedition 

throughout the whole time but is not making the summit push (Field notes). Clients will 

not have individual Sherpas until the Summit bid. Sherpas job up until that point is to 

get loads of equipment and supplies up the mountain (Field notes). 

Furthermore, Expedition LTD provides basic drugs and medication against e.g. high 

altitude sickness. Each Sherpa is carrying an emergency high altitude kit during the 

expedition and there is a trauma kit in Camp 2. This is something Expedition LTD has 

supplemented since last year when some serious injuries accrued (Field notes).  

6.1.2 THE EXPEDITION GROUP 

All team member of this expedition have previous experience of mountaineering 

expeditions. On the next page is a list of participants with an overview over previous 

experiences in mountaineering expeditions. Only head Sherpa ‘Tomas’ is mentioned by 

name in the upcoming chapter and is therefore the only Sherpa included in the list. 

 



47 
 

 

Figure 7 – Team members (Field notes) 

6.2 THE ACCLIMATIZATION PROCESS 

6.2.1 ACCLIMATIZATION AND MEDICATIONS 

From a recorded and transcribed interaction we have gathered information about how 

Ben explains how the acclimatization process will be carried out to all team members. 

In order to acclimate to the high altitude, the expedition team will trek back and forward 

between Basecamp and Camp 3 without oxygen. Ben keeps on explaining that it is the 

best way to acclimate to the high altitude. He says, “I am not trying to say here is what 

you can and can't do, but I will put limits, and say you know, that you have to be back to 

camp by this time and things like that. And I will set cut off times. I am doing it more for 

everybody’s safety, not because I am trying to penalize anybody. I am just trying to 

make sure everybody is safe”. Ben keeps on emphasizing the importance of that all 

team members, communicates with him both about their physical and mental condition, 

“Because when you climb, how you think really does impact how you climb. So I need to 

know how you both are feeling, and thinking and health wise”. Ben also keeps on 

asking the clients if they have any prescriptions of medication that they are using 

regularly. Fred and Mikael replies that both of them are using Paracetamol for 

headaches and such things. That is a good choice according to Ben for the use of aspirin 

for similar issues can be very dangerous since it makes the blood thinner and that is not 

suitable in the context of high altitude. Both Fred and Mikael promise that they will tell 

Ben whenever they are using any sort of medication. 

The fact that Expedition LTD management implementations are applying long 

acclimatization periods can be viewed as a loss prevention technique which focus on 

preparing the clients’ bodies for the high altitude step by step during a long period. As 

Hollman & Forrest and Cloutier describes, this is carried out in order to reduce the 

frequency of the potential risk for clients to suffer high altitude sickness (1991, p. 54; 

2003, p. 257). Ben’s urging for honest communication about what medicines his clients 
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are using can be viewed as risk avoidance technique (cf. Hollman & Forrest, 1991, p.54; 

Wilks & Davis, 2000, p.595; Cloutier, 2003, p. 257; Swarbrooke et al., 2011, p. 178). 

This, because if Ben can stop his clients from taking inappropriate medications during 

the expedition, he eliminates the possibility of health problems caused by drugs.  

6.2.2 TRAUMA KIT, HELICOPTER AND INSURANCE 

From a transcribed interaction we see that Ben explains to the group that, “ We will 

have a trauma kit at Camp 2 to keep there in case something goes way wrong. So we 

are going to try and protect, I try anything through everything”. He goes on explaining 

that every member of the expedition will have a radio, including the Sherpas, and the 

expedition will also bring a satellite phone. Ben also informs the clients that in case of 

an emergency and if it becomes necessary to call for a helicopter, this is covered from 

the client’s personal insurances and not from Expedition LTD as a company. He 

announces that they will have a meeting the next day to make sure that everybody has 

their insurance papers in order.  

The presence of a trauma kit at Camp 2 is clearly an example of a loss reduction 

technique. The trauma kit will be used only when Ben’s different loss prevention and 

risk avoidance techniques have failed and somebody in the team has been hurt in 

anyway, it serves as “best practice” tool in order to keep the consequences of possible 

injuries to a minimum (cf. Hollman & Forrest, 1991, p. 54; Cloutier, 2003, p. 257). The 

meeting about helicopter insurances is an expression of a risk transfer technique where 

the consequences from a potential accident or injury is transferred to another party, in 

this case the helicopter operator and the clients personal insurance company (cf. 

Hollman & Forrest, 1991, p. 57; Wilks & Davis, 2000, p. 595). But it is not just about 

the financial loss, but also about the responsibility for saving an injured client. So from 

Expedition LTD’s point of view, it is about risk transfer, but the fact that they make 

sure that all of their clients have covered insurances for helicopter emergency 

transportation can also be viewed as a risk avoidance technique which aims to eliminate 

misunderstandings or conflicts later on in the expedition. This is also essential in order 

to create a good service relationship from the beginning, hence, making realistic 

promises towards the clients about what is within Expedition LTD’s area of 

responsibility and what responsibilities that lies on the client’s and their insurance 

company (cf. Bitner, 1995, p. 256). 

6.2.3 THE ROLE OF THE EXPEDITION LEADER 

Ben explains what his role as the expedition leader will be. He emphasizes that his job 

is about making good decisions on the mountain, that he will make judgments on every 

client’s physical and mental health. Further on he states that in a situation where he 

feels that he has to step in and stop a client from the summit, he will foremost blame 

him since he then have failed to do his job to properly prepare everybody during the 

acclimatization process. He continues, “But if I have to step in, I will. You know if there 

is a big problem and I see you causing a liability to others, then I will step in and say 

you can't, you shouldn’t do this”. But if a situation like that should occur Ben hopes that 

he and the client in hand have developed such good communication and reliance to each 

other that the client will make a self-decision to not continue.   

From a recorded and transcribed interaction we found that two team members, Fred and 

Mikael, due to what Ben earlier said, now are getting a bit worried that Ben will stop 

their dream of reaching the summit of Mount Everest and asks Ben to clear out what he 

means. Ben keeps on explaining, “We will establish cut off times and again, I do it for 
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safety, not to punish people. What I am looking for, and what I want to see is 

improvement to prove that you are acclimatizing and getting better, in terms of how 

your body reacts to altitude”. He points out that inexperienced climbers do not know 

what it feels like to spend time at an altitude above 7000 meters. Ben, explains that Fred 

and Mikael probably do not know what is normal to feel so far ahead in the expedition 

because everybody feels like crap all the time on a high altitude. Due to that, Ben 

emphasizes that it is his job to maintain an ongoing communication with all the clients 

in order to determine what is normal to feel and what is not. Ben summarizes his 

philosophy, like this, “My overall philosophy is you have to be strong enough to help 

yourself on the mountain. And you have to be strong enough to be able to help others if 

needed. That’s kind of my definition of are you moving up the mountain safely”.  

This entire interaction between Ben and two of his clients clearly serves to establish 

communication habits and understanding about Ben’s perceptions about risk and safety 

and how they shall establish a balance between risk and safety together. Ben’s honesty 

about how he perceives his role as the expedition leader is an expression of a risk 

avoidance technique (cf. Hollman & Forrest, 1991, p. 54; Wilks & Davis, 2000, p. 595; 

Cloutier, 2003, p. 257). By being clear in his communication with the clients Ben is 

looking to avoid future misunderstandings and conflicts higher up the mountain which 

could cause situations of severe risks for physical injuries. This can also be regarded as 

an example of how Ben as the expedition leader tries to make realistic promises towards 

the customers from the beginning and also to enable these promises by being aware of 

his client’s physical and mental condition (cf. Bitner, 1995, p. 256). The establishment 

of the cutoff times in the acclimatization process aims to make Ben decide whether the 

clients acclimatize to the altitude, this in order to prevent high altitude sickness and this 

is again an expression of Ben practicing risk avoidance and loss prevention techniques 

(cf. Hollman & Forrest, 1991, p. 54; Cloutier, 2003, p. 257; Swarbrooke et al., 2003, p. 

177). The fact that Fred and Mikael get worried about Ben stopping them from reaching 

the summit further on the expedition can be perceived as a concern of not being able to 

reach the most desirable state of this adventure activity, in other words would be to 

experience flow and peak adventure (cf. Jones et. al. 2003, pp. 20-21) . They probably 

have a goal of reaching this state of euphoria when they reach the summit at the end of 

the expedition. But it is also important to acknowledge the fact that if Ben would 

practice the technique of risk avoidance and might tell one of them that they cannot 

summit, it is to avoid the misadventure where their skills and competence does not 

match the risk they are exposing themselves to when trekking above 8000 meters.  

6.2.4 EXPEDITION LEADER PERCEPTON OF RISK EXPOSURE 

About what his biggest concerns are due to the upcoming expedition, Ben says, “Really, 

I don’t mean anxieties they’re always the same. It’s somebody gets hurt, somebody gets 

ill, and those are the biggest anxieties and things I can’t control. Whether they’re in 

shape. My own illness coming into play right now. There could come a point where I 

say you know what I can’t go higher, because it’s deteriorate and adversely affect my 

health”. If a situation like this should occur Ben explains that he will leave the 

responsibility of leading the group to Tomas (head Sherpa), but that he would not feel 

good about it at all due to his personal loss of control. So in reality Ben has to balance 

his responsibilities towards himself versus his responsibilities towards the group. He 

states that: “Really, if I incapacitate myself that doesn’t help the group. So I try and 

balance it out to the point where I do as much as I can. Then I would love to go on up to 

Everest to be able to see it. It’s a gorgeous view, but at the same time that was a 

decision I made to balance that out, and stay healthy”(Ben). 
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It seems obvious that Ben feels a great deal of responsibility for the members in the 

group and is clearly connected to the statement of Hanna et al (2009) about 

guide/leaders important role of managing a tolerant level of risk during adventure 

activities. Bens desire to take care of his own health can be viewed as a loss prevention 

technique, because if he would incapacitate himself it would increase the risk exposures 

for the group the day they will try to summit (cf. Hollman & Forrest, 1991, p. 54; 

Cloutier, 2003, p. 257; Swarbrooke et al., 2011, p. 171). Tomas and the rest of the 

Sherpas cannot easily replace him since they have limited language capabilities and 

therefore they are not able to communicate with the group as well as Ben. It is also 

important to acknowledge that Ben has his own desire to experience flow, thrill and a 

peak experience of reaching the summit, so his risk management decisions about his 

own health is of great importance both to himself and his clients (cf. Jones et al, 2003, 

pp. 20-21).   

6.2.5 RISK MANAGEMENT DECISIONS 

From a recorded and transcribed interaction we can see that Ben resembles the group for 

another a meeting with discussions about how his decisions are going to be made during 

the forthcoming trek up to the higher camps. Ben wants to explain to the group about 

what risk factors he will examine when making various decisions about going up the 

mountain. He continues that the most important factor is always going to be the weather 

and that the weather will kind of control their lives at this point. The next factor is about 

what is going on at the mountain in terms of preparation of the different campsites. Ben 

explains that the shape of team members’ health is an important factor in his ongoing 

risk management decision making. By that he does not just mean the individual 

members, but the health of the whole group. The Sherpas health is also an important 

factor, he explains, “These guys do 98% of the work on the mountain. We need to make 

sure they are healthy and give them the time to be healthy”. He also states that: “The 

next thing is really I want us to act as a team. The way we get up the mountain, and the 

most positive way we get up the mountain is working as a team. If something happens, 

my definition of mountaineering has always been you have to be strong enough to get 

yourself up and down the mountain, with enough in the tank to help others”.  Ben 

emphasizes the importance of teamwork and that they will be stronger and have a 

greater chance of success if they come together as a team. The development of 

teamwork will also be an important factor when they move up the mountain. 

The team leader explains his view of the team that has come together. In order to 

complete this expedition together, he says, “The ties are not very strong, you meet to do 

one thing, special goal to climb this mountain. But it doesn’t mean that people feel 

obliged to each other is very strong”. Ben means that every member first of all is 

thinking about himself by stating that: “Nobody will say or nobody wants to admit it’s 

his summit is the most important. For the majority of people I think the most important 

is to reach the top”.  

Ben’s reason for gathering the group and inform them about what essential risk 

management factors he will focus on during the expedition is an example of both risk 

avoidance and loss prevention (cf. Hollman & Forrest, 1991, p. 54; Cloutier, 2003, p. 257). 

Like in the previous encounter he had with the team and Fred and Mikael the 

information about the various factors aims to avoid future misunderstandings which aim 

to eliminate risk exposures deriving from these potential misunderstandings. It is also 

about loss prevention due to the fact that if they practice risk avoidance through an 

ongoing and open communication, Ben is able to adjust and guide the client’s 



51 
 

behaviors, actions and decisions towards the norms he desire, for example, 

understanding of the importance of Sherpas’ health. He can thereby be regarded to 

emphasize the importance of this group as stakeholders and their influence on 

operations during the expedition (cf. Freeman. 2010, p. 25; Jones & Wicks, 1999, p. 

209). Ben’s urging for, if possible, guide the clients’ behaviors, actions and decision, 

though open communication may also support Bitners (1995, p. 249) statement of the 

customers' important role and own responsibility in enabling an organization (the 

expedition team put together by Expedition LTD) to keep their service promises. In 

summary, his accentuation on team-work aim to both prevent and avoid future risk 

exposures which will increase every members’ chances to experience flow, thrill and 

peak adventure during the expedition and hopefully end with a successful summit.   

6.2.6 EXPECTATIONS AND MOTIVATION AMONG CLIENTS  

One of the clients, Steven, is on a mission of completing the seven summits which is a 

mountaineering challenge meaning to reach the summits of the highest mountain in 

each continent over the world. He explains, “It was like this. I mean travelling was 

more important than doing 7 Summit peaks. But at some moment I noticed I have 

majority of the 7 Summit peaks. But still I needed Carstensz, Vinson and Everest”. So 

except for Mount Everest in Asia he also has Oceania and Antarctica left on his mission 

to reach the seven summits. 

Team member Steven explains that he does not mean that he would not help other 

members of the team if he got the ability to do so, but he says, “Everest is important 

because it cost so much, and I had to work for it for 2 years”. Steven emphasizes the 

fact that he has been trying to summit Mount Everest before, but that he felt cheated by 

the tour operator that time. He says, “Last year’s experience was very hard, was very 

hard mentally and physically at the same time. Mentally because I felt I was cheated. I 

cancelled twice summit pushes. Once because of the weather, but the second time 

because I felt it might happen something wrong with me”. Steven further explains that 

he felt cheated by the tour company he sighed with last year, he claims that they did not 

want to keep their contract. He also emphasizes the fact that he paid them a lot of 

money for their services, 25 000 dollars, which he had to work and save for during two 

years. As an example of how he was cheated Steven refers to bad food, they did not get 

anything else than omelets during the whole expedition. They also did not receive 

enough help carrying their equipment from the Sherpa’s employed by the tour company. 

In general, Steven holds the view that if he can, he will try to help his team members, 

but he is also very anxious about that his contract should be honored by Ben, Tomas and 

the rest of the Sherpas. He bears the defeat of last year inside him and expects more 

support from the tour expedition team this year.   

Steven’s goal of reaching the seven summits is a clear example of an enduring 

involvement, which is found in the theory of serious leisure described by Kyle, Gerard 

and Chick (2004, p. 254). It shows the lasting devotion that is typical for a person like 

Steven is described in the theory of serious leisure. In Stevens’ case it is obvious that he 

has a great deal of commitment to practice mountaineering during his leisure and that it 

is central to his life. Above he expresses three of the four factors inherent in the theory 

of serious leisure: importance, the centrality and self-. expression. But when it comes to 

the fourth factor of enjoyment which mean the pleasure which derives from 

participation in a leisure activity, this has not been fulfilled during his last attempt to 

summit Mount Everest. It seems like the last operator he contracted did not apply 

necessary risk management techniques in order to prepare him to be able to summit. 
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The references to bad food and lack of support from the Sherpas can be viewed as a risk 

management strategy where the operator retains too much of the risk inherent when 

summiting and to less of risk prevention and avoidance techniques in order to help 

Steven to prepare his body to be strong enough (cf. Hollman & Forrest, 1991, p. 54; 

Cloutier, 2003, p. 257; Swarbrooke et al., 2011, p. 176). The balance between risk and 

safety must then not been achieved in the expedition Steven refers to, hence, he did not 

feel safe enough to complete the summit and thereby can the tour operator who 

organized that expedition team, be considered to have broken their basic service 

promise to Steven as a customer (cf. Bitner, 1995, p. 246). It is also interesting to see 

that in the Steven’s case, the summit seems to be a very distinctive goal in his 

motivation. He does not seem to be able to reach a state of flow, thrill or peak adventure 

unless he reaches the summit (cf. Jones et al, 2003, pp. 20-21).    

6.2.7 EXPECTATIONS, AND MOTIVATION AMONG CLIENTS CON’T 

About his expectations and motivation for the upcoming expedition team member Peter 

explains, “I would like to get to summit. But I can tell the story without getting to the 

summit”. Peter develops that he thinks that this will be a huge experience for him even 

if he fails to reach the summit, he wants to experience the nature of high altitude which 

he has been inspired by from the movies and the media. Peter is asked about his 

impressions so far and whether he has drawn any particular concerns from those 

impressions and Peter explains that he has seen pictures from up the mountain and that 

there has been a lot of snow on the sites in the pictures. He hopes that it will not be that 

amount of snow when he tries to summit because it looks exhausting to trek in that 

much snow. Peter goes on, “It is pretty scaring what they were saying that on the 

Lhotse Face that stones can fall down. But lack of snow is not keeping stones in the 

place. A lot of snow you can have avalanching”. But in general Peter express that he 

feels excited to be a part of this expedition and he think that Ben will be a good and 

competent leader.  

Unlike Steven, Peter seems to be able to experience flow and peak adventure even if he 

fails to summit (cf. Jones, et al, 2003, pp. 19-20). The reason for this difference of 

motivation and desires between two clients within the same group can be the fact that 

Peter does not perceive his mountaineering skills to be as good as Steven perceive his 

skills. It is therefore reasonable to assume that Peter lower his goals of the expedition 

and are able to experience flow associated with achievements further down the 

mountain like summit Lobuche or being able to reach Camp 4. Due to the fact that he 

perceives himself as not that skilled he might easier experience misadventure instead of 

peak adventure since he might experience that his competence will not match the risks 

of summit the top of Mount Everest. The fact that he is worried about the amount of 

snow, but still trusts Ben to make the right decision indicates that Ben has achieved trust 

among members of the group about his ability to apply proper risk management 

techniques so far of the expedition.  

6.2.8 CONFLICTS IN THE GROUP 

Fred, of the clients reveals his impressions about the expedition team, “The group is in 

a good level. But a couple of days ago we have a little bit arguing”. He refers to a 

conflict between Steven and Ben as severe. It is an open conflict about Stevens 

complains towards Ben as an expedition leader and his attitude towards the Sherpas. 

The conflict steels a lot of energy from the whole team and is causing irritation.   
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In general, both Fred and Mikael think that Ben is doing a good job leading and guiding 

the team. They do not always understand certain decisions immediately, but in 

retrospect, they understand most of Ben’s decisions. As an example, Fred thought that 

they were passing the Icefalls while trekking up to Camp 1 from base camp really slow. 

He felt a little bit annoyed that they were not moving faster, but now when they have 

arrived up to Camp 1 he understands why Ben insisted on the slow pace. Ben is trying 

to keep somewhat of a slow paste in order for Fred to acclimate to the high altitude, 

stressing up the mountain could resolve in headaches and overall bad physical condition 

and since they are ahead of schedule Fred appreciated the slow paste later on. 

Peter shares his view about how the team is working so far and he explains, “At first of 

all I would say I consider Ben as a good leader. Until now I will recommend that guy as 

a leader, because it is like Ben is close to us. If somebody is sick, not everybody is open. 

Somebody can be sick and can hide it away. But when you’re close to the person, then 

that person will tell you the truth”. 

About the rest of the team, he says “The rest of the team, I see that people are focused 

on the summit. I see the cooperation. I see there is a good mood and good relations we 

have until now. There is only one problem. There is the problem with Steven for sure”. 

Fred explains that this is something that is destroying the atmosphere and it is only 

because Steven individual attitudes towards Ben and the Sherpas. Steven is always 

complaining about his contract not being fulfilled, even about things that do not matter. 

Overall Peter is concerned about not being able to complete the summit, but he 

emphasizes that the treks on high altitude has not begun yet. Peter explains about 

Steven, “The guy is complaining about everything, everything is a bad thing”. He keeps 

on explaining that he believes that it is important to think in a positive manner and that 

he is annoyed with Steven’s way of treating the Sherpas. Steven is evidently only 

thinking about his own chances of reaching the summit and treats the Sherpas as they 

were servants instead of valid members of the team. 

Ben tries to take care of the problem with Steven’s bad attitude by communication with 

Steven and make him more compliant with the rest of the expedition team, he says “We 

have made some adjustments for him regarding routines with the Sherpas as well”. 

After some days, Steven becomes more integrated and functioning member of the 

expedition team and seems more at peace with how the expedition is carried out.  

Steven’s issues with expedition leader Ben and his treatment of the Sherpas can of 

course derive from a bad personality in terms of lack of cooperating skills with other 

people, but it can also be an expression of dissatisfaction of the service he had 

purchased from the service provider, meaning that the service promise made to him as a 

customer has been broken (cf. Bitner, 1995, p. 246). According to the stakeholder 

theory a stakeholder, which in this case is Steven as a customer, exerts a great deal of 

influence on the management operations of an organization and the fact that he has 

trouble with cooperating with the other strong stakeholders can be regarded as failing in 

establishing a good relationship between the stakeholders of this temporary organization 

(cf. Freeman, 2010, p. 25; Jones & Wicks, 1999, p. 209). The interest of the customer 

and thereby the relationship between the customer and the managers/employees is 

according to Grafstrom et al (2008, p. 68) crucial for the business to succeed. In this 

case the relationship between Steven as a customer, Ben and the Sherpas as 

managers/employees are far from excellent. This situation can derive from the fact that 

Steven thinks that Ben does not apply enough risk management techniques during the 
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acclimatization period in order to provide him the service of reaching the summit. He 

fears that his personal balance between risk and safety are uneven and that he might not 

be prepared enough to summit and thereby not experience flow and peak experience (cf. 

Martin & Priest 1986; Massimini & Carli, 1986, cited in Jones et al, 2003, p. 20-21) 

which essentially is what he has paid a lot of money for. Ben’s only option at this point 

is to communicate with Steven and try to customize risk management techniques for 

him in order to make him feel more secure and thereby keeping the service promise 

made to Steven as a customer (Bitner, 1995, p. 248). This in order to prevent risk 

exposures of conflicts and misunderstandings later on in the expedition and also 

practice risk reduction in order to make the best of the situation as possible (cf. Hollman 

& Forrest, 1991, p.54, Wilks & Davis, 2000, p. 595; Cloutier, 2003, p. 257; Swarbrooke 

et al., 2011, p. 178).  

The rest of the team seems to think that Ben so far has accomplished a find balance 

between risk and safety, but it is apparent that some do not always understand Ben’s 

risk management decisions. An example of that is how Ben’s slow paste when trekking 

through the icefalls up to Camp 1 caused irritation from Fred. Ben’s practice of loss 

prevention clearly seemed to be a too high level of risk management for Fred which 

could experience a higher level of flow if they had speeded up, instead boredom 

occurred when the challenge was perceived as too easy according to Fred (cf. Hollman 

& Forrest, 1991, p. 54; Cloutier, 2003, p. 257; Jones et al, 2003, p. 20; Swarbrooke et 

al., 2011, p. 177). One can argue that Ben, in this service interaction are keeping the 

service promise of keeping Fred safe, but according to Fred he might have kept him too 

safe, so that the service promise of Fred challenging himself during the expedition 

might be considered to be broken. This can be viewed as a fine example of how the 

perception of the service promise made from Expedition LTD through Ben of achieving 

a balance between risk and safety is a complex and a changeling service promise that is 

carried out during the many encounters of “moment of truth” throughout the entire 

expedition (cf. Bitner, 1995, pp. 248-29).    

6.2.9 LOCATION OF CAMP 3 
The group is located in Camp 2 and for the last days have Ben with assistance with 

Tomas been trying to decide the location for Camp 3. There has been some hard 

contentions between Tomas and Ben about what location that are most suitable for 

Camp 3, it has been back and forth and Ben wants the location higher up the mountain 

while Tomas wants it lower. As acting tour guide and expedition leader Ben decided to 

accept the location that Tomas had chosen, but he was very concerned about the sercas 

(block of glacier ice) that were hanging above the site. He checked out these sercas had 

made a judgment that they were quite stable and the risk of them falling was pretty low. 

Chris really wanted to move the camp up at 100 meters from the site, but the work of 

hacking away ice to set up the tents were too extensive for the Sherpas and would take 

too much time.   

Ben’s wish to move the Camp up a 100 meters can be regarded as attempt of risk 

avoidance which as Cloutier (2003, p. 257) states aim to eliminate a possible risk 

exposure, in this case the risk of sercas falling down over the camp. But instead, Ben 

made the choice to practice risk retention, which is acceptance of a risk exposure, 

according to Wilks and Davis (2000, p. 257), by retaining the risk of the sercas, this 

because he predicted that the chances of the sercas falling down was quite low. The fact 

that it would acquire too much time to move the camp up to a different site must also 

have been an important factor since it might have delayed the clients on a lower camp 
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and stopped their acclimatization process to develop. The client’s reaction towards 

Ben’s risk management decision might have therefore had an important impact on the 

choice of risk retention instead of risk avoidance, which is an example of how both 

customers and the Sherpas as being strong stakeholders exert influence on the 

management operations in the company and that their demands and requirements must 

be prioritized (cf. Freeman, 2010, p. 25; Jones & Wicks, 1999, p. 209). Now, Ben 

achieves a balance between risk and safety that both his clients and his employees are 

more satisfied with than if he had chosen risk avoidance and thereby the relationship 

between the different stakeholders of the group remains at a good level.  

6.2.10 HIGH-ALTITUDE SICKNESS  

When practicing on Lobuche, Tobias runs into some serious issues with high altitude 

sickness. One of the team members explains, “He didn't know the date. He was 

stumbling and wavering back and forth”. From fieldnotes we can see that Ben and the 

rest of the group took this as a sign of High Altitude Cerebral Edema (HACE). After 

this practice trek on Lobuche, Tobias has serious headaches, but he is unwilling to tell 

people how he really feels. Medical physician Ted explains, “I think he does not want to 

raise alarms and does not want to call attention to it. I will monitor him tomorrow, 

since it is this denial that created such problems on Lobuche”. Information from field-

notes shows us that some people in the team volunteered to take Tobias down to lower 

an altitude for recovery. After a number of days he feels a lot better. Tobias then 

continues the expedition with an unchanged goal to summit with the rest of the group.  

This can be viewed as an example on how the previous risk reduction techniques of 

trying to acclimate to the high altitude fails and the only option for Ben is to practice 

loss reduction in order to reduce the severity of Tobias illness (cf. Hollman & Forrest, 

1991, p. 54; Wilks & Davis, 2000, p. 594). This technique is carried out by making sure 

he reaches a lower altitude in the safest way possible and the fact that the team members 

are very willing to help Tobias in this situation indicates that Ben has succeeded in his 

attempt to create a good teamwork in moments of danger. He has succeeded in his 

attempt to guide the group's behaviors, actions and decisions towards desired norms in 

terms of teamwork (cf. Kaplan & Mikes, 2012, p. 51). The fact that Ben let Tobias to 

continue the expedition can be regarded as an example of a risk retention. He accepts 

the risk of Tobias becoming sick again since his condition was not fatal, this in 

accordance with Cloutiers (2003, p. 257) view that retention should be applied when the 

severity of potential loss is low. It is also important to consider that he might have a 

limited range of choice. Tobias is a customer and in order to maintain a good 

stakeholder relationship and keeping the service promise made about getting Tobias to 

the top of Mount Everest, it is hard for Ben to stop Tobias from pursuing the expedition 

(cf. Bitner, 1995, p. 246; Freeman, 2010, p. 25; Jones & Wicks, 1999, p. 209). Hence, 

Tobias own perception about the risk he is exposing himself to seem to have a great 

influence on Ben’s risk management decision.  

 

6.3 THE SUMMIT PUSH 
After the acclimatization period, it is time for the expedition team to go for ‘The 

Summit Push’. The Summit push starts in Base Camp and all team members go directly 

from there during an approximately 7 day’s period all the way to the top and back (Field 

note). Two illustrations over the Mount Everest trek from Base Camp to the summit 

including the acclimatization period can be found in Appendix 1.  
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6.3.1 BASE CAMP TO CAMP 2   
When the summit window is approaching some team members are still uncertain if they 

will be able to summit but most team member feels that they are in a good condition 

(Field note). One team member says, “The will to summit is very big, and I want to have 

it behind me”. Peter emphasizes that the acclimatization training have been giving good 

results and that he feels a lot stronger at high altitudes than he did in the beginning of 

the expedition. From the team leader’s perspective everything went smoothly all the 

way to Camp 2 meaning all team members were in good shape with no real headaches 

(Ben). The first distance took seven hours for the first member to reach Camp 2 

compared to nine hours for the last member of the team to reach Camp 2 (field note).  

The next day is supposed to be a rest day and all team members are walking around 

Camp 2 without oxygen and keeping their body moving (Ben). The team leader retells 

that during this time all expedition groups that are staying at Camp 2 at this moment can 

witness a Helicopter rescue at the location of Camp 3. Over the radio the team leader 

receives information that there is one person that is in really bad shape. A person 

(located at Base Camp) that are closely related to the individual in bad shape contacted 

the ‘Heli’ complaining and were offering a large amount of money to rescue the person 

in need (Ben). The team leader explains that part of the big problem was that their 

expedition really did not communicate well. The team leader states that “So people 

wasted 2 days on a mythical rescue rather than a physical rescue. If his company would 

have communicated upfront, and said we need help now, when the problem first 

occurred, there was 180 people coming down from South Col.” He means that instead 

of organize a long line, they could have organized 6 people to help drag him down 

(Ben). Furthermore, the expedition group is asked to send some of their Sherpas to help 

with the rescue. At this point the team leader explains that he cannot send any Sherpas 

working for his expedition since there are not enough Sherpas in case an accident 

should happen in his own group. At the same time the team leader himself offers to go 

to help with the rescue. The team leader explains that 1) he did not know how many 

people were involved in terms of rescue 2), he did not know who was in charge, except 

that one member of that particular expedition was trying to coordinate something from 

Base Camp. He further explains that if it was one of his clients, all Sherpas would be on 

deck. Since the team leader does not hear back from the other expedition group at Camp 

3 he decided not to go there and assist with the rescue (Ben).  

As mentioned in the preparation part, the team leader refers to his team philosophy that 

a team member should have enough energy to be able to get him/herself up safety and 

back under his/her own power, not endanger anybody else and be in a position to help if 

needed. Mentioned in the acclimatization process, the team leader has talked about this 

philosophy throughout the whole expedition in various situations. However, in the 

situation described above the team leader states that: “… this situation my responsibility 

as a leader is to the 8 clients that I have first and foremost.”(Ben) 

Peter explains specific that he liked the team leaders’ decision to stay and rest at Camp 

2 for two nights instead of going straight from Camp 1 to Camp 3 during the summit 

trek. He also mentions that two other team members seemed a little weak when trekking 

to Camp 2 and that Steven was the last man arriving as usual (Peter). 

6.3.2 ANALYSIS: BASE CAMP – CAMP 2  

All preparations before and during the acclimatization process seems to have paid off. It 

seems like both the team leader and the team members are on ‘the same page’ when it 
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comes to the learning experience and the improvements all clients have made during the 

acclimatization period. The training conducted before the Summit Push can assumed to 

be classified as a risk reduction technique in terms of loss prevention (cf. Hollman & 

Forrest, 1991, p. 54; Wilks & Davis, 2000, p. 594; Swarbrooke et al., 2011, p. 177). 

Since risk reduction, according to Wilks and Davis (2000, p. 594) is classified as an 

operational technique and is intended for how risk or losses can be controlled, the 

training can therefore be seen as essential before letting any team member proceed to 

the summit. The training the customers receive gives the impression of being 

fundamental for the team leader in order to reduce potential loss from risk exposures 

inherent in the summit expedition and thereby achieve a balance between risk and safety 

for clients.  

So even if most team members express that they can handle the high attitude better than 

before the fact that several of them appreciate the team leader’s decision to stay and rest 

in Camp 2 for two nights instead of going straight to Camp 3 indicates that keep 

pushing for the next camp might be pushing the team members to hard in their goal of 

reaching the summit. This is an example of how Ben applies a risk avoidance technique 

in order to eliminate the risk of exhausting the team members at an early stage of the 

summit push (cf. Hollman & Forrest, 1991, p. 54; Wilks & Davis, 2000, p. 594; 

Cloutier, 2003, p. 257; Swarbrooke et al., 2011, p. 171). As mentioned as an example in 

the theoretical frame of reference, a tour guide in adventure tourism should discuss risk 

management decisions with the clients in order to create a balance between risk and 

safety, and adjust what degree of risk that could be accepted (cf. Collins & Collins, 

2013, p. 75). Although in this situation, it seems like Ben is making his risk 

management decision based on the team observations on the team members’ condition 

rather than vocal conversations. Again, in this situation the risk can foremost be seen as 

the potential physical exhaustion that might occur if the team members are pushed too 

hard during the first trek and lead to the potential negative impact on the rest of the 

summit attempt. For example, a member might not be able to reach his/her goal if the 

physical exhaustion is too extensive. Even if communication was a factor in the team 

leader’s decision to stay at Camp 2 his accentuation of open dialog between himself and 

team members during the acclimatization process can assumable be seen as an 

important aspect in order to create a relationship that will 1) provide the service the 

customer expects and has paid for and 2), make it easier for the team leader to make 

decisions that creates a better balance between risk and safety. All this can be associated 

with the importance of building relationships between the strong stakeholders of the 

expedition team which is described in the stakeholder theory and thereby enable the 

service providers (Expedition LTD through the expedition leader and the Sherpas) to 

deliver and keep the service promises made about creating a balance between risk and 

safety in order to achieve a successful summit of Mount Everest (cf. Bitner, 1995, pp. 

247.29; Freeman, 2010, p. 25; Jones & Wicks, 1999, p. 209). 

One team member explicitly says that “The will to summit is very big, and I want to 

have it behind me”. The fact that the team member expresses a strong will to summit 

can indicate a willingness to experience flow and peak experience where the person 

feels that he can manage and control this big challenge with the skills he acquired 

during the acclimatization period (cf. Carter, 2006, p. 318, Jones et al, 2000, p. 20). But 

he also possesses a will to have the challenge behind him, which can be an expression 

of stage one in the concept of edgeworkers where the participant of an activity can feel 

nervous and fearful when preparing for the activity in hand (cf. Lyng, 1990, pp. 880-

883, Beckman, 2013, p. 20). When managing the balance between risk and safety, a 
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team leader has to keep this in mind the customers determination to complete a 

challenge when making decision if a person can or cannot continue with, in this case, 

the expedition. If a client expresses too much anxiety due to the upcoming task the team 

leader can take this as an indication that the client really is not prepared enough and do 

not possess the skills acquired for the challenge of summit and therefore should not 

pursue with the activity. This in accordance with the four cannel flow model developed 

by Massimini & Carli (1986) (cf. Jones et al, 2003, p. 20). But on the other hand, both 

clients and the team leader seem to withhold information regarding their own status, 

how they are feeling and to what level they are actually experiencing pain or sickness in 

different situations (e.g. Ben, Tobias, Steven). This is a severe risk exposure, which the 

team leader has tried to avoid and prevent during the acclimatization period by 

preaching for open communication and honesty about the team members individual 

physical condition. The fact that many keeps quiet during the summit push can be proof 

of that these risk management techniques have not worked as planned. On the other 

hand the lack of communication can derive from the fact that the whole team has gone 

into stage two in the edgework concept where the team members act free from 

consideration of possible serious consequences (cf. Lyng, 1990, pp. 880-83, Beckman, 

2013, p. 20).    

6.3.3 CAMP 3 

The distance from Camp 2 to Camp 3 is explained as a very smooth process (Ben, Jake, 

Fred). All team members moved well and swiftly. The first time the expedition was at 

Camp 3 there were 6 tents. This time there were 28 tents at the lower part of Camp 3 

(Ben). The team leader explains that that people placed tents near in that area because 1) 

it is relatively safe area from avalanche and the serac fall 2), from perspective of 

Sherpas, it is a good place for loads. He further explains that the upper part of Camp 3 

creates a shorter summit day, but then the day before going to Camp 3 is approximately 

2 hours long.  

When leaving Camp 2 for Camp 3, Peter did for some reason felt a lot weaker and was 

the last one in the group to reach Camp 3 but he recovered fast.  He says that: “In Camp 

3 for sure it was much better. Camp 3 was much better prepared than during the 

acclimatization period”. The team had not been higher up the mountain than Camp 3 

and team members starts to express a little bit anxious about going up to the unknown 

(Interaction doc.). During the acclimatization process the team has been trekking up and 

down from base camp, through the ice-fall to Camp 1, Camp 2 and Camp 3 but from 

Camp 3 the team does not know what to expect. During the night all team members 

went on oxygen around 2:00am. This is a thing that worries Peter. He says that: 

“Because first time we started to use oxygen, and I was just afraid. (…) the feeling of 

the mask couching”. He keeps on, “But when I got that mask I felt release. After few 

minutes, maybe not few minutes, like half an hour.” He also recommends that the 

expedition operator should focus more on detailed preparation for using oxygen before 

making The Summit Push.  

Many team members express more gratitude and appreciation towards Sherpas after the 

trek to Camp 3 (Jake, Peter, Tobias, Fred). Sherpas do a lot of preparation work. 

Furthermore, the Sherpas do not use oxygen until Camp 4 compared to the team 

members (Interaction, group meeting). One member explains that: “So they were like 

nonstop coming to us with tea, with soup, with something to eat, asking do you need 

something, do you need water. It was they were just nonstop working”.  Peter described 

that he cannot imagine preparing food and any other things by himself such as put up 
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the tent on the South Col or making water from the snow by heating it. He continues: “I 

think it has to be that way, to give you the chance to do summit; somebody has to help 

you, if you are not the extreme Himalaya guy”. 

6.3.4 ANALYSIS - CAMP 3 

There is a population increase on the mountain at Camp 3. The placement of the 

campsite can be regarded as both a risk avoidance and risk retention technique. 

Minimizing risk of avalanches can be classified as an avoidance technique (cf. Hollman 

& Forrest, 1991, p. 54; Wilks & Davis, 2000, p. 595). As Swarbrooke et al. (2000) 

explains, risk avoidance is simply about avoiding situations that are considered too risky 

and oppose a threat for clients. In this case, there is no reason to put the campsite at 

another location where the risk of avalanches are higher. As described above, the other 

option for the campsite would have been to move it to the upper part of camp 3 but the 

team leader makes the decision not to trek the extra 2 hours to reach a higher point on 

the way to the summit. In this situation the team leader evaluated the advantages and 

drawback of going the extra 2 hours. Based on the decision made, it is reasonable to 

assume that he takes the shape of the team members into consideration, but also the fact 

that the lower part of Camp 3 is a better location suited for Sherpas to do their job. This 

can be seen as a risk reduction technique, or more precisely a loss prevention technique. 

As mentioned in the theoretical frame of reference, according to Hollman and Forrest 

(1991, p. 54) loss prevention techniques often involve making practical operational 

changes that can be regarded as common sense in order to reduce the frequency of 

adverse problems. 

In Camp 3 several team members express more appreciation towards Sherpas. This 

point out the important role of Sherpas as strong stakeholder within the temporary 

organization (cf. Freeman, 2010, p. 25; Jones & Wicks, 1999, p. 209; Hällgren, 2009, 

p.95) and an important part for customer satisfaction when managing the balance 

between risk and safety. As the stakeholder model explains some stakeholder groups are 

more important for certain companies working in certain industries (cf. Freemanl, 2010, 

p. 25; Jones & Wicks, 1999, p. 209). From the company´s point of view, it is the 

Sherpas job to provide the client’s with food, water and shelter on the mountain and at 

the same time the whole expedition depends on the work they perform. This seems to be 

accurate in accordance to Cloutier’s (2003) statement that employees (in this case 

Sherpas) that comes in direct contact with clients must focus on providing an excellent 

service in order to reach customer satisfaction. The preparation work can also be seen as 

a loss prevention technique since it is of importance how much a team member eats and 

drink in order to avoid e.g. physical exhaustion or complete the summit. As one team 

member describes he cannot imagine preparing any of those things himself. He states 

that “I think it has to be that way, to give you the chance to do summit; somebody has to 

help you, if you are not the extreme Himalaya guy”. This statement seems to express the 

importance of Sherpas. It is most likely to assume that it is in all parties’ interest to have 

a good relationship with all members of the expedition, especially the ones that execute 

the trek closes to you (cf. Bruzelius & Skarvad, 1995, p. 77; Freeman, 2010, p. 38). This 

proves how essential the work of the Sherpas is in order to create an acceptable balance 

between risk and safety in this harsh moment of the summit push.    

Since the team has not been higher up the mountain than Camp 3 some team members 

start to express concerns about going up to the unknown. As mentioned before, during 

the acclimatization process the team has been trekking up and down from base camp, 

through the ice-fall to Camp 3 but from there the team members do not know what to 
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expect. This might indicate a shift in the perceived level between risk and safety among 

the team members. According to the four channel model of flow presented by Jones et 

al (2003, p. 20), anxiety can occur when a challenge appears to be too hard compared to 

the participant’s personal skill, for the same reason might misadventure occur according 

to the theory of AEP (cf. Priest & Baille, 1987, p. 8). Since the team members are not 

aware of the conditions above Camp 3 it is reasonable to assume a shift in the member’s 

perception of risk from flow to anxiety in four channel flow model and from peak 

adventure to misadventure in the AEP model (cf. Jones et al, 2003, pp. 20-21). So going 

into the unknown with no real expectation of what is coming can potentially affect the 

overall experience, but at the same time, the feeling of thrill might enhance considering 

both Laurendeau (2006) and Lyng (1990) argue that the practice of edgework can be 

negotiated between the possible danger and hopefully safely handling hazard without 

losing control. All this, in order to reach the third stage of aftermath when due to the 

reflection over what they accomplished experience an achievement of self-actualization 

and their self-image is enlarged (Lyng, 1990, pp. 880-83, Beckman, 2013, p. 20). 

According to e.g. Priest and Baille (1987) would this be described as the optimal level 

of arousal and that the client will seek this in order to reach a state of peak adventure. 

That is a close match between the clients’ perceived risk and competence. Therefore, it 

is foremost important that both the expedition leader and the employees (Sherpas) are 

extra responsive of the member’s psychological states of mind and are clear about what 

risk management techniques that continuously will be applied (cf. Hollman & Forrest, 

1991, p. 63).  

Furthermore, even if some team members were planning to trek the Summit Push 

without oxygen, at Camp 3 all team members went on oxygen around 2:00am. Climbing 

without oxygen can have severe impact on the climber’s health where a higher level of 

risk for e.g. high altitude sickness and other symptoms that affect climbers’ physical 

condition due to a lack of oxygen and at the end might force a client to turn around. As 

Cloutier (2003, p. 255) explains, chosen level of risk exposure is relative to the 

customers’ tolerance level. While some team members were planning on making the 

Summit Push without oxygen it can be reasonable to assume that these persons believed 

they could do it, but unforeseen circumstances might happen on the way to reach the 

goal of the expedition. Unforeseen situations, stress the importance of a ‘back-up’ plan 

in order for the team leader and the group to be prepared to handle any situation and a 

worst-case-scenario. The fact that these three clients make the choice to lower their 

ambitions and drop the desire to summit without oxygen shows upon a shift in their 

perception about the balance between risk and safety. Their tolerance level about what 

risk they are willing to accept has clearly degraded due to the fact that they are starting 

to feel anxiety instead of flow and misadventure instead of peak adventure (cf. Jones et 

al, 2003, p. 20-21). However, as Hannah et al (2008, p. 669) argues it is foremost the 

leader’s role to keep clients healthy and safe with respect to potential hazards and also 

to manage the tolerance level of risk, especially because the motivational aspect in 

adventure tourism appears different compared to other tourism activities. In this case, 

the clients decided for themselves that they were not strong enough to summit without 

oxygen, the team leader was not forcing them to but they had an ongoing discussion of 

the matter and the team leader supported their choice to start using oxygen. Ben has 

earlier shared his view of the three clients attempt to summit Mount Everest without 

oxygen, he says “25% of those people who try to climb without oxygen need to be 

rescued. 1 in 16 actually makes it. So they got a big nut they’re trying to chew of. I 

don’t think they fully comprehend how difficult it is”. This can be viewed as an example 

of how the customer has a responsibility of their own within the interactional 
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relationship with a service provider in order for the organization (expedition team) to 

enable and keep the service promise made (Bitner, 1995, p. 249), which in this case to 

create a proper balance between the risk exposures and safety precautions necessary in 

order to summit Mount Everest. As Cloutier (2003, pp. 248-249) suggest, the 

possession of an engaging personality and good interpersonal skills is paramount for 

leaders who are involved in working with both individuals and groups in instructional 

situations that sometimes can be long and stressful. It is therefore reasonable to assume 

that the team leaders’ interpersonal skills, experience and judgment are of great 

importance when making decision in different situations during the expedition.  

Peter explicitly expressed that for the first 30 min or so of using the oxygen mask he 

was afraid since it was the first time he was using a mask. One could argue, in similarity 

to this specific situation, that try sleeping and walking with oxygen could have been 

done during the acclimatization period. A more detailed preparation for using oxygen 

might be one area that the company can improve during the acclimatization period as a 

reduction technique in order to reduce the risk for discomfort or even panic when the 

clients stars using oxygen in a more extreme situation on high altitude when pushing for 

the summit. This indicates the final step of a risk management process presented in the 

theoretical frame of reference. As Lipscompe (2007, p. 18) describes, ongoing 

monitoring is a fundamental component and critical in the insurance of an appropriate 

risk management process. For all businesses that exert risk management the possibility 

to review and evaluate actions in order to improve and modify operations procedures 

are essential for making improvements in the overall practice of risk management. In 

this case it is foremost the risk of potential physical harm of customers. 

6.3.5 CAMP 4  

At the starting time for the distance between Camp 3 and Camp 4, the team members 

spread out and started with approximately 1 hour between them (Ben). The team leader 

expresses certain concerns with one team member (Jake) that just took off without 

saying anything when they left from Camp 3. Ben also explains that this is not the first 

time. Anyhow, all team members caught up at Himex camp (see overview map in 

appendix). The time between Camp 3 and Camp 4 were about 6-7 hours, which 

according to the team leader is a decent time. While moving up towards Camp 4 in 

South Col, team members are impressed with the steepness of the Lhotse Face (Ben, 

Jake, Peter, Tobias). Sherpas moved up first to make sure that the tents were getting set 

up so when team members arrive there were tents for them to rest in (Group meeting). 

The same team member (Steven) that was moving slower in the earlier distances is 

arriving last yet again (Ben). At Camp 4 there were approximately 60 tents set up. 

Camp 4 was set up just below the area that is called South Col and the wind was very 

strong, one team member recalls, “Sometimes I was afraid if the tent will not, will tear 

apart, maybe for sure not blow off. But I felt it is very strong”. Peter retells how he 

perceived his interaction with Ben when the group arrived to the South Col, he says 

that, “He is responsible and it is like jokes ended. It is not a play anymore, and each 

decision is important”. At this point when team members were used to the oxygen-

mask, Peter explains that ‘scare did arise in his head’ because he felt dependent or even 

addicted to the oxygen. He says, “Before in Camp 3 I could take oxygen off, go to eat, 

take a short walk exercise, and don’t take it. But in the South Col, it was like drama. I 

realized that it is like a drug. I am addicted, I can't live without it”. He also explains 

that he got more fixated with the oxygen bottle by looking at the level of oxygen left 

more frequently.    
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According to the team leader, everyone is doing really well, but the snow really started 

to accumulate and after a while the wind started to pick up. The team leader talked to 

another expedition group that were at Camp 4 at the same time and use the satellite for 

weather updates (Ben). At this point Ben had a hard time deciding if the group should 

keep going to reach the summit or if they should stay in Camp 4 and wait for the wind 

to go down. Peter and Tobias was dressed and ready to keep going after the break at 

Camp 4 but just five minutes before they should been taken off Ben decided that they 

should wait and stay for the night and see if the wind could go down (Ben). According 

to Peter the decision was taken a little too late, he develops, “Decision should be take 

half hour before. But I don't know what was happening there. He says that Ben was in 

touch with the satellite phone what was going on, so even if they have the weather 

forecast, what is going on can be completely different. Even if Peter thought that it was 

a good decision, he also felt insecure, he keeps on, “Then after the decision it was like, 

okay so we going to spend another 24 hours in that dead zone. I started to think it is not 

going to increase our chances, because reading many books, watching many movies”, 

referring to the risk of physical harm by staying in the dead zone. Anyhow, the 

expedition leader decides that the group is staying one extra night at Camp 4. It turns 

out that another expedition group starts moving for the last push although there are 

strong winds. When the other groups leave, the wind is strong but at the time they reach 

the Balcony (an area just below the last trek of the summit push) the winds has dropped 

significantly. The team leader is second guessing his decision on whether he made the 

right call on waiting another day, even if he doesn’t show it to the rest of the group 

(Ben). The rest of the team members respect the decision and everybody did get a good 

night's sleep for the most part (Interaction). Peter also shares an episode about Steven 

not being ready when they were supposed to take off after the break at Camp 4. He 

explains that he and Tobias noticed that Steven is not preparing himself and that a 

person need at least 40 minutes to be ready, and Steven is lying in the sleeping bag. 

Peter further describes that if Ben had not made the decision to wait a night at Camp 4, 

Steven would have delayed the whole group in the summit push.  

6.3.6 ANALYSIS CAMP 4  

It can be seen as obvious that when the group starts the trek towards Camp 4 the 

expedition goes into a more dangerous state. Several team members are impressed by 

the steepness and one team member explicitly state that the behavior and the attitude 

from the team leader changes by saying “He is responsible and it is like jokes ended. It 

is not a play anymore, and each decision is important”. This is an example of that, even 

if Ben is the team leader, he is also a human like everybody else on the team, the fact 

that he is being more focused can be viewed as an example of his own desire to reach 

peak adventure and therefore he is intensely concentrating on his task of leading the 

group further up the mountain (cf. Jones et al, 2003, p.21). It could also be viewed as an 

expression of his responsibility to always make the right risk management decisions in 

order to create the right level or balance of risk and safety for his clients which Hannah 

et al (2009, p. 669) emphasize to be the main role of the team leader in adventure 

tourism.    

Furthermore, yet again the Sherpas moves up first to make sure that the tents are getting 

set up so when team members arrive there they can go directly to tents to rest in. This 

can be seen as part of Expedition LTD’s strategy to enhance the chances for all team 

members to reach the summit. One can assume that eating and drinking properly is of 

importance for members’ health and wellbeing in order to have enough strength to reach 

the summit. One could argue that the members’ physical health plays an important role 



63 
 

in the balance between risk and safety. If a member's physical or even mental health is 

in a bad condition it will assumable affect the whole experience in a number of different 

ways. For example, a person in too bad condition might get refused to make the last 

push towards the summit or a person that have not been eating properly can easier be 

affected by sickness and accidents because of the lack of energy. It is clear that the 

Expedition LTD through the expedition leader and the Sherpas are aware of this issue 

and offering assistance regarding food, water and preparation of the shelter, all the way 

to Camp 4. This can be seen as a risk avoidance and reduction technique that Expedition 

LTD has incorporated into their business philosophy (cf. Hollman & Forrest, 1991, p. 

54; Wilks & Davis, 2000, p. 595; Lipscombe, 2007, p. 15).  

Another aspect of this trek of the expedition is that the team members get more and 

more addicted to the use of extra oxygen. This can also be seen as a loss prevention 

technique in order to manage the balance between risk and safety where the oxygen in 

accordance with Cloutiers (2003, p. 257) definition of the concept, serves to minimize 

the frequency loss exposures, in this case caused by exhaustion and possible high 

altitude sickness. At the same time, team member realizes that they are depended to the 

oxygen. One member states explicitly: “(…) I realized that it is like a drug. I am 

addicted, I can't live without it”. Especially for the team members that were supposed to 

do the summit trek without oxygen might experience that their competence and 

capabilities was not at the same level as they first thought. Peter’s worriedness of his 

addiction to oxygen can therefore be viewed as a drop from a state of flow to anxiety or 

from peak adventure to misadventure (cf. Jones et al, 2003, pp. 20-21).  

In the acclimatization process the team leader states that the weather will be the most 

important aspect to take into consideration. The weather can be seen as an external risk 

since no one can affect it and know how it will affect an expedition. Only the decisions 

regarding if the weather is too extreme or shifts in the weather can be actioned to 

prevent a potential disaster. First of all, it is the expedition leader that has the final call 

regarding how or when to proceed. Secondly, the decision made by the team leader is 

based on weather forecast information received from the satellite phone but also other 

expedition groups located at the same place, in order to assess whether to proceed or 

not. One could argue that in order to make a decision and to back up that decision, open 

communication is important. In this case the team leader decides to stay one extra night 

in the dead zone. This is one example of applying risk avoidance in order to eliminate 

the possibility of injuries caused by too extreme weather conditions (cf. Wilks & Davis, 

2000, p. 595; Cloutier, 2003, p.257; Swarbrooke et al., 2011, p. 177). Team members 

respect the decision and everybody did get a good night's sleep for the most part, which 

gave them more energy for the next day. However, the team leader is second guessing 

his decision on whether he made the right call on waiting another day, even if he 

doesn’t show it to the rest of the group.  

6.3.6 THE SUMMIT 

On the evening for the last summit trek, team members move out between 8.00-10.00 

pm. The team leader estimates a time between 6-8 hours to reach the top. They prepared 

as usual and Steven was ready this time, the wind had dropped and they could leave for 

the summit push (Ben). Steven that has been moving slowest during the whole process 

leaves first at 8:00pm. Jake, who moved fastest during the previous treks, makes the 

decision to leave at around 10pm and argues that he will catch up with the rest of the 

group since he is moving fast (Tracking record). This turned into a huge debate between 

the team leader, a Sherpa and Jake. However, Jake states that “… I am going to move 
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much faster and I am going to get there”. In the end, team member Jake leaves as the 

last person and the team leader cannot influence his decision when to move out more 

than he did during the argumentation between the three parties (Ben, Jake and the 

Sherpa assisting Jake in the Summit Push). 

One team member describes: I was leading to the Balcony, maybe in one moment 

[‘Jake’] passed us. We were strong. We were fast. We were passing people. It is hard to 

pass people. You have to double your energy. We felt good”. At this point it seemed that 

Steven had been starting to have problems. Another team member describes that: “I see 

that ‘Steven’ is moving very slowly and just staying. It is difficult because you are on the 

fix rope and there are people behind you. You don't have much time.” This team 

member checks in with Steven and asked what was wrong and get the answer that 

Steven do not think he will manage because 1) he is too weak today and 2), he feels that 

his toes are getting frozen. Steven decided to turn back and the rest of the team kept on 

trekking up towards the summit. Peter was a bit worried if there was something serious 

going on with Steven but his Sherpa told him that he was okay but just too weak to 

carry on. Ben explains that “I still don’t understand fully what was his decision making 

process on that” and clarifies that he got a radio message about the decision and at that 

time Ben was approximately 10 minutes behind so he speeded up and had the 

opportunity to ask the member what was wrong. The team member explains: “I don’t 

know I’m just not ready you know. I don’t feel safe, and there is this common theme that 

I’ve had from and I’m not strong man.”  

Most team members caught up with each other on the Balcony (an area just below the 

summit) and Jake that left last caught up with the rest of the group around the South 

Summit. The group gathers on the balcony for some rest and tea. One team member 

explains: “From that time I was just looking ahead of me. The trail is so up really. It 

was like stairway to heaven, never ending. (…) I decided that maybe I always do so in 

mountain, just try to give yourself some target”. However, when they start trekking 

from the balcony towards the summit, they pass a body on the trail. One team member 

explains: “Suddenly I realized that that body is on the trail, on our fix rope. You know it 

is dark, you are tired. You are uncertain.” He continues: “It was scary. I wanted to 

pass it fast”. The dead body has most likely been there for 2 or 3 days. At this point 

many of the team members are really tiered. The expedition group keeps moving. Peter, 

for example, expresses that: “I was like okay I am very tired. It is very hard. But I am 

okay, weather is okay, and from the left side we had a moon. I was afraid that 

something can happen. I was thinking about 2 things, the weather, and that I can just 

stop. That maybe my body will just say no”. At this point they had reached the south 

summit and Peter was thinking; “Then I was sure that I will summit. I was like no way, 

no way. There is no way nothing in the whole world will take it away from me”.  

At the same time he realized that Ben is in a very bad condition; “His face was big, his 

eyes was like unpleasant, like not seeing. I saw that his mask is not close to his face on 

the left or right part”. Peter describes it as a tricky leadership situation, since he 

realized Ben had some problems. Ben did however receive help from an expedition 

leader from another group but still did not get the mask to work properly. Peter felt 

really concerned about the fact that the leader of the group had such problems but Ben 

calmed him down and said that everything is going to be okay and that Peter and his 

Sherpa should keep on going. From Peters perspective, Ben also kept going even if he 

was far from fine.  Peter says: “That was sacrifice of him. He was in a bad condition. 

For sure from one part he wanted to summit as an individual, but he didn’t want to 
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leave us, and that was nice. I think that he was in the condition that maybe he should go 

down, but it was too close”.  

The team keeps on the struggle for reaching the summit and one team member recall; 

“We started to move (…). Suddenly, I was looking higher and I saw just all of Himalaya 

with the sunrise. It was like this, I was very close to the summit. I saw the tremendous 

view. I saw the sun which I was dreaming about”. All team members summited pretty 

much at the same time. The last part of the summit push was in the team leader’s 

perspective relatively uneventful. He states that: “So we made it up, we did well on 

time. We did well in perseverance.” The team leader describes that it was not quite but a 

little bit chaotic with approximately 25 people at the top at the same time. As a loss 

prevention actions the team leader explains that “I am trying to make sure everybody is 

within contact and trying to keep myself in a proper frame of mind. I had the regulator 

blow out; luckily I was the only one who had any real issues with oxygen delivery.” He 

also explains that “I had a little bit of disorientation on the summit just because I had 

been out of oxygen”. During the last part of the summit trek the team leader´s oxygen 

tank explodes.  

6.3.7 ANALYSIS OF THE SUMMIT  

Fortunately the next day the weather is better and the wind has dropped. After the group 

has started to move towards the summit, one member recalls that “(…) We were strong. 

We were fast. We were passing people. It is hard to pass people. You have to double 

your energy. We felt good”. The fact that the team member felt that they were strong 

proves that Ben’s risk reduction technique of loss prevention have paid off and that the 

team have acclimated to the high altitude. Presence of flow and peak adventure is 

apparent when the team member recalls the feeling of having more energy (Jones et al, 

2003, pp. 20-21). However, at this point team member Steven are moving slower. His 

answer regarding his physical conditions varies; 1) he is too weak today 2), he feels that 

his toes are getting frozen and 3), he does not feel safe. Steven decides to turn around 

and not go for the summit. It appears that the team leader is aware and in control of the 

situation, but there is not much he can do about it. The Sherpa climbing with Steven 

explains that he is just too weak to carry on. Pushing this team member further up the 

mountain might have put him in a dangerous situation. Since Steven, in this situation is 

making a self-made decision of not pursuing the trek towards the summit, Ben was not 

required to make any risk management decisions on his part. But it can be regarded as 

obvious that Steven perception of the balance between risk and safety was very different 

from Peters perception, described above. Steven does not find himself in a state of flow 

or peak adventure, he does not feel like he has enough skills or competence to manage 

the challenge of completing the summit push and is therefore experiencing a state of 

anxiety (found in the four channel flow model) and misadventure (found in AEP) (cf. 

Jones et al, 2003, pp. 20-21).  

Moreover, it is quite clear that the team members motivation and desire to reach the top 

increases when they are getting closer. To clarify, one team member explicit, express 

that: “There is no way nothing in the whole world will take it away from me” when 

reaching the south summit. This can be viewed as an example on how the client finds 

himself in the second stage of the edgework concept when he acts free from 

considerations about possible serious consequences and just focuses on the goal (cf. 

Lyng, 1990, pp. 880-83, Beckman, 2013, p. 20). You can also argue that all team 

members reached the stage of a peak adventure (cf. Jones et al, 2003, pp. 20-21). It is 

also reasonable to assume that the stage of peak adventure might have been reached in 
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previous situations when each member felt like they reached milestone during the 

expedition such as performing well during different stages of the acclimatization period.  

Another aspect of the last trek of the Summit Push is the critical condition of the team 

leader. As described in the text above, Ben´s oxygen was not working properly and after 

walking without oxygen, one can argue that the state he was in at the top can question 

his capabilities as a leader. What are the procedures when the team leader may not be 

able to complete the challenge in hand? What if his condition would have been much 

worse? How would that affect the group on their way to reach the summit? For this 

reason, it can be justified to question Expedition LTD’s measure of only assigning one 

expedition leader to the temporary organization of the expedition team, maybe they 

should have applied the risk reduction technique of loss separation aiming to create a 

dispersal of exposure units (cf. Hollman & Forrest, 1991, p. 56). In this case this could 

mean the assignment of two expedition leader or an assistant to Ben which shall take 

over if he would be incapable to complete the expedition. On the other hand might 

Tomas as head Sherpa is able to take this role, but this is not clearly codified. One can 

argue that a team leader’s responsibility towards the group indicate how committed he 

is towards his role as a leader. On the other hand, as mentioned in the theoretical frame 

of reference, the team leader is also part of the activities and is therefore most likely to 

have a high desire to complete the activity in order to achieve the goal of complete the 

summit and reaching the highest state of flow and peak adventure (cf. Jones et al, 2003, 

pp. 20-21). As mentioned in the above text, Ben states that: “So we made it up, we did 

well on time. We did well in perseverance.” and at the same time states that: “I had a 

little bit of disorientation on the summit just because I had been out of oxygen”. It is 

hard to evaluate how critical Ben’s state really was. As mentioned before, all team 

members seem to have a high desire to complete the expedition that made them unaware 

or dishonest regarding their own health. If this is true, this aspect is definitely a 

challenge and makes the balance between risk and safety harder to evaluate. So if the 

team leader does not have the right information how can he then evaluate and assess the 

level of potential risks and hazards?  

6.3.8 THE TREK DOWN THE MOUNTAIN  

When they reach the summit everybody sat down and took some pictures (Peter). It was 

a great feeling according to Peter. Everyone in the expedition group proceeded down at 

the same time and in Camp 4 most of them rested for approximately two hours before 

heading down towards Camp 2 directly. However, two team members did not rest and 

just took off. The team leader explains how he, the day before, told all team members 

that they were only going to rest for a couple of hours in Camp 4 and then head down 

straight to Camp 2. Since the group stayed one extra night in Camp 4 on the way to the 

summit the group has no food and is low on oxygen, meaning Camp 3 is not really an 

option at this point. Ben states that: “We are going to suck it up and take a long day. We 

had that conversation the day before”. The team leader explains that there is still 

enough food and oxygen to leave two Sherpas in case of emergency.   

One team member recalls: “I was weak, I knew that I will manage, but I was slow. I 

knew one important thing coming down. I knew that it is a plan to go down to Camp 2, 

but I was weak, and I started to think. I don't want to stay on the South Col, but 

probably I will have to”. But because the team had not brought enough oxygen for 

everybody, they all had to move down to Camp 2 instead of staying in a camp at a 

higher altitude. Peter says: “It was like we had to go down to Camp 2. Maybe in 

emergency situation we would not because there were some bottles for somebody, but 
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that pressure for reaching Camp 2 that day”. Peter was really tired, but did succeed, he 

explains “We started to go down and that was a long way. So the summit day for me 

was 26 hours”. He keeps on, “That exhaustion was limiting your happiness and fear 

before the last section because the next day we had to go through the Icefall, It was just 

not over. The worst thing is to die in last days of war. So I was trying to be very careful 

on the Icefall, about 5 hours from Camp 2, to Base Camp”. 

On the way down it is the first time for most of the team members where they had to 

carry most of their stuff themselves (Ben). Two team members are heading down 

relatively quickly while some are more exhausted and are moving in a slower pace. The 

team leader describes that safety measurement consists of mostly checking gear and 

control how everyone is doing.  He describes, for example, that “I reset two of the 

anchors on the way up. I reset one of them on the way down, but I wasn’t in the lead. I 

wasn’t trying to like set a speed record. So I was trying to make sure all the clients were 

in control and could walk. So I was trying to stay in the middle to back.” 

The expedition group left Camp 2 at 7 am the next morning (which was not that popular 

with the rest of the team members). The leader explains that he preferable would have 

started at 5:00am since the Ice Fall between Camp 2 and Camp1 get much more active 

during the day. He states that “The Icefall is just so much more active than it was and it 

was freaking scary. So I stressed the importance of we need to move fast, we need to 

keep moving”. The team leader helps the slowest team member past the first three 

quarters of the Ice Fall but then left him since he was moving so slow. The team leader 

explains how dangerous that part is but the member does not move faster and the leader 

take the decision that the rest part of it he could handle (Ben). 

6.3.9 ANALYSIS OF THE TREK DOWN THE MOUNTAIN 

The fact that after the group reached the summit, trekked down to Camp 4 and rest for a 

bit the only option was to keep going directly to Camp 2 since the group stayed one 

extra night at Camp 4 on their way up. The lack of oxygen and food at that point seems 

not to have been critically low, but still pushed the team members to go directly down to 

Camp 2. This can be viewed as both a risk avoidance technique where Ben wants to 

avoid a situation where they risk to run out of necessary supplies and a risk reduction 

technique where he have to adopt the “best practice” in order to keep the risk of 

accidents to a minimum (cf. Hollman & Forrest, 1991; Wilks & Davis, 2000, p. 595; 

Cloutier, 2003, p. 257). However, this decision was taken the day before which means 

that everyone knew that this was the case. Again, the role of the leader to manage these 

kinds of decisions in ongoing risk management processes is of great importance to keep 

the balance between risk and safety (Richie, 2003, p. 673). As mentioned in the 

theoretical frame of reference the implementation stages of risk management can be so 

much more complex than described in theory (cf. Hollman & Forrest, 1991, p. 63).  

As one team member explains, the exhaustion seems to affect the feeling of happiness 

after reaching the summit. But almost more importantly, the level of exhaustion seems 

to affect clients’ awareness of potential risks. One could argue that the team member 

objective was to reach the summit, but the challenge itself is not over until they are back 

at Base Camp. As described above, the exhaustion might affect team members’ 

awareness of their own physical shape in comparison to stage two of the edgework 

concept (cf. Lyng, 1990, pp. 880-83; Beckman, 2013, p. 20), the environment around 

them and the physical shape of other team members that might possess a potential threat 

on their way back, which can be seen as a high level of potential harm. Additionally, on 
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their way back to Base Camp the team members have to, for the first time, carrying 

most of their own stuff themselves. This could also increase the risk of potential 

physical harm since the exhaustion after making the last summit push is very high and 

strenuous.  
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7. DISCUSSION & FINDINGS  
The purpose of this chapter is to present a discussion of the empirical data. This 

chapter also includes empirical findings. The discussion and finding will be performed 

with the theoretical framework in mind. In this chapter we aim to take the analysis a 

step further to link events and identify patterns from the empirical data. 

7.1 PREPARATION FOR BALANCING RISK AND SAFETY 
The purpose of long acclimatization period aims to train and prepare the clients with 

appropriate skills, competence and physical ability for being able to manage the risks of 

summiting Mount Everest. This is also required in order for the team members to get a 

perception of the risks they are exposing themselves to but also for the team leader to 

resemble information about the members' expectations and motivations due to the 

expedition.  

The team leader provides, from the beginning, his clients with information about how 

the acclimatization process will be carried out and about how his general philosophy 

regarding the mountaineering expedition. The fact that he states that he thinks that 

everybody should be strong enough to be able to take care of themselves, but also being 

able to help others if needed to emphasize the severity of potential risky situations 

during the upcoming expedition. He is making sure that the team members are aware of 

emergency procedures involving the trauma kit at Camp 2 and that the insurance papers 

are in order in case of accident and the potential need of helicopter rescue should occur. 

The team leader explains that his role as the team leader is to make good decisions on 

the mountain regarding the client’s physical and mental health. For this reason, we 

argue that his job is to most part consisting of applying risk management techniques on 

behalf of his clients. The team leader emphasizes that he will look for improvements 

among the members during the whole acclimatization process and thereby determines 

how their bodies react to the increasing high altitude. This communication and 

information can be regarded as an essential complement to Expedition LTD’s external 

marketing (cf. Bitner, 1995, p. 246), meaning that the clients obtain an own perception 

about what they can expect of the service (mountaineering expedition) that they have 

purchased from Expedition LTD. The expedition leader has an important role of 

clarifying and adjust the client’s perception about the service promise regarding the 

balance between risk and safety during the expedition and thereby creating a 

functioning service relationship (cf. Bitner, 1995, p. 246). The same philosophy can be 

applied in any service provider operations, of other potentially dangerous activities. As 

in the example, stated in the background, night club activities can also be regarded to 

provide activities with potential physical harm towards the customer (cf. Martin, 2001, 

p. 145; Bellis et al, 2002, pp. 1025-26; Vogel et al, 2010, pp. 737-38). The service 

provider needs to practice open communication with guests concerning risk 

management procedures about alcohol consumption and drug abuse prevention.    

The entire acclimatization period can according to us be regarded as a combination of 

risk avoidance techniques (cf. Hollman & Forrest, 1991, p.54; Wilks & Davis, 2000, 

p.595; Cloutier, 2003, p. 257) and risk reduction techniques (cf. Hollman & Forrest, 

1991, p. 54; Cloutier, 2003, p. 257; Swarbrooke, 2000, p. 177) implemented by 

Expedition LTD’s representatives (team leader and Sherpas) in the temporary 

organization (expedition team). The execution is foremost implemented by the team 

leader with assistance from both the Sherpas and the clients in an attempt to manage and 

overcome the physical risk exposures. These physical risk exposers derive from 

pursuing the summit push unprepared in terms of mountaineering skills and physical 
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fitness.  However, we acknowledge that it is impossible to eliminate all possible risk 

exposures inherent in an expedition trying to summit Mount Everest. When possible 

risk exposures becomes real the acclimatization process also aims to educate the team 

members about how to adopt the “best practice” possible in order to reduce the severity 

of those risk exposures. The preparation period assists the team members to achieve 

necessary physical and psychological competence in order to balance risk and safety 

throughout the expedition.  

As described in the problem background, a mountaineering expedition to Mount Everest 

can be seen as a project. The organizational structure for a service provider in extreme 

environments can be similar to a temporary organizational structure. Operations are 

based on routines, plans and experience. A well prepared project group can be one 

source of success in order to achieve the common goal. Planning and preparation can 

therefore be seen as one of the more important factors for an organization that are 

managing a balance of risk exposure with potential physical harm and safety. Preparing 

team members (or customers) for upcoming challenges will most likely provide a better 

understanding of potential risk that the group might face during the project (or 

expedition). The increased understanding of potential risks by the team members can 

make it easier for the project manager to make decision during the project process. This 

indicates that the communication between the team leader and the members are 

something that is of great importance. The preparatory meetings also provide the team 

members (or the customers) with a clearer picture of what to expect. As Bitner (1995, p. 

246) defines, the foundation for maintaining service relationships is the fulfillment of 

promises made to customers. As well as Grönroos (1984) describes, when building 

service relationships the interactive marketing that includes keeping the promises made 

to the customers occurs when the manager or employees interact with the customer. 

When it comes to the management of the balance between risk and safety it occurs on 

an everyday basis in the whole expedition process including the acclimatization period 

and the summit attempt. Another area of service business where interactive marketing 

regarding risk management may be of great importance can for instance be theme parks 

(cf. RPA, 2005, pp. 1-2). Information about potential physical risks inherent when 

riding various roller coasters should in practice be given when making the service 

promise in the entrance (e.g. buying a ticket). Especially regarding guests that can be 

considered to be unfit for different activities provided in the park e.g. small children and 

people with heavy overweight.    

 

The team leader seems to be competent in his field of mountaineering and appears to be 

aware of the risks inherent in an expedition like this one. He explains that his anxieties 

are always the same, things he cannot control like weather conditions, and 

unpreventable injuries among clients deriving from accidents. However, we find that 

most of his efforts regarding risk management measures during the acclimatization 

period concentrates on establish a good, trustful relationship with his clients based on 

open communication and honesty. The fact that he is gathering the group and honestly 

explains what the important factors will be in his ongoing risk management decision-

making suggests one example of how he tries to set an example for the rest of the team 

about open communication. Ben’s encouragement of open, ongoing communication 

regarding the member’s physical and mental state (e.g. medication information) is also 

an example of this. It is reasonable to assume that the establishment of honesty and 

open communication within the group is essential to the team leader’s ability to 

determine the physical and mental condition of the team which is necessary in order for 

him to apply appropriate risk management techniques (cf. Burnette et al, 201, p. 37) and 
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thereby create balance risk and safety. The role of the team leader or manager can be 

seen as one key component when managing the balance between risk and safety. The 

decision making in most risk exposure situations is made by the leader. This implies the 

importance of building trust among members (or clients). The team should be able to 

rely on the decision the leader makes in order to balance the level of potential physical 

risks faced by the group. From a service perspective, the relationship between the 

organization and its customers can be seen as the fulfillment of promises. These 

promises are fulfilled and kept by the managers and employees that work for the 

organization (cf. Bitner, 1995, p. 256).  

We can see that the clients are aware that they are exposing themselves to a great deal 

of danger and that it is not the particular risk that are motivating them but the challenge 

of trying to reach the summit. This is in line with the motivational theories of flow and 

peak adventure presented in the theoretical frame of references (cf. Jones et al, 2003, pp. 

20-21; Priest and Baille, 1987, p. 8). Although, it is important to acknowledge the fact 

that clients in the expedition do not possess the same objectives with the challenges 

inherent in the expedition. The desire to summit is, for example much more salient for 

Steven than it is for Peter. So the clients’ individual objectives and tolerance level of the 

balance between risk and safety during the expedition can be assumed to influence the 

expedition leader’s decisions regarding implementation of risk management techniques. 

It is our opinion that Ben seems to be aware of the fact that the members possesses 

different objectives of reaching flow and peak adventure (cf. Jones et al, 2003, pp. 20-

21; Priest and Baille, 1987, p. 8), hence his emphasizing on honesty and communication 

about such matters. He expresses an expectation that the group should act as a team in 

order to enhance their chances of successfully reach the summit. The emergence of 

teamwork during the acclimatization period seems to be developed in positive patterns 

between the different members of the expedition team. Although the conflicts between 

Steven on one side and Ben and the Sherpas on the other side can be an expression of 

failed balance in Steven’s perception between risk and safety. Steven’s complaint 

consists of the beliefs that he does not receive enough support when gaining sufficient 

competence in order to take on the challenge of completing the summit. This has a 

negative impact on the whole group and can possibly evolve to become a risk further on 

in the expedition since the teamwork might suffer from an unsatisfied client. Ben’s only 

option in addressing Stevens dissatisfaction is to communicate about his concerns and 

learn about what safety measures he perceive has not been fulfilled. Ben does so, and 

managed to adjust Steven’s mental condition by making clear that he respects his 

opinions as a stakeholder and changes some of the risk management procedures 

concerning him. Steven is much more at peace with the balance between risk and safety 

of the expedition after the adjustment is done.  

Another interesting fact found in our empirical investigation is that the team leader's 

decision-making about risks is far from autocratic (cf. Collins & Collins, 2013, p. 75). 

An example of this is the encounter when Ben and Tomas are arguing about the location 

of Camp 3. Here, Ben as expedition leader adjusts his decision due to the influence of 

firstly, his employees (Sherpas) and secondly, his clients. Sherpas do not want to 

change campsite because of the extra work load and the client’s unwillingness to wait at 

Camp 2 for another day.  His risk management decision of retaining the risk of sercas 

falling down instead avoiding the risk by moving the campsite was influenced by the 

other team members. This can be seen in line with the theoretical concept stating that 

strong stakeholder can practice a great deal of influence on management operations (cf. 
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Freeman, 2010, p. 25; Jones & Wicks, 1999, p. 209). Another example on how Ben 

practice risk retention (cf. Wilks & Davis, 2000, p. 596; Hollman & Forrest, 1991, p. 

58) instead of risk avoidance (cf. Hollman & Forrest, 1991, p.54; Wilks & Davis, 2000, 

p.595; Cloutier, 2003, p. 257) is when Tobias suffers from high-altitude sickness. He 

approves that Tobias pursues the expedition based on his desire to reach the summit. 

This can be viewed as yet another example on the importance of communication when 

practicing risk management in order to create a balance between risk and safety in 

dangerous activities. When leaving the context of service businesses, communication 

about practicing risk management in order to create a balance between risk and safety 

may also be of significance to other branches where temporary organizations are 

operating with activities with inherent physical risk exposures. The importance of 

communications about various aspects of these physical risk exposures might be 

applicable in building a well-functioning relationship between an employer and 

employees as well in e.g. building construction, oil platforms or military training (cf. 

(Jones et al, 1993, p. 197; Smith, 2001, pp. 3-4; Hull et al, 2002, p. 433; Abbe et al, 

2011, pp. 106-07; Leung et al, 2012, p. 156).    

Overall, we see indications that the team leader seems to have established working 

habits of honest communication within the team. Many team members express an 

uprising teamwork between Ben as a team leader (project manager), the Sherpas 

(employees) and themselves (customers), thereby confirming the desired good 

relationship between different stakeholders stated in the stakeholder theory (cf. Jones & 

Wicks, 1999, p. 211). Member’s judgments of the team leader are almost exclusively 

positive and they express feelings of a close and trustful relationship with Ben. He 

indicates that Ben has created a desirable foundation for executing appropriate risk 

management techniques in regard to the client’s individual desire to experience flow 

and peak experience (cf. Jones et al, 2003, pp. 20-21; Priest and Baille, 1987, p. 8). 

Thereby the team leader, as a representative of Expedition LTD, has so far managed to 

create an appropriate balance between risk and safety for the upcoming summit push.  

As mentioned in the practical methodology, this case study is chosen because it has 

particular features and characteristics which enable detailed exploration and 

understanding of the research field. The risk management techniques and the 

relationship between the manager (team leader) and the team members can be 

recognized already in the acclimatization period. Establish working habits of honest 

communication and uprising teamwork can be seen as essential in other project with 

high potential risk for physical harm. For example, in order to successfully complete a 

building project, the team leader’s role in the preparation period seems essential. To 

prepare the project group for potential challenges with potential physical harm are 

essential in order to avoid any ‘real’ injuries. Create a functional collaboration and 

teamwork between members seems to be another important aspect in order reduce the 

risk of physical harm.  

7.2 EXECUTION OF BALANCING RISK AND SAFETY 
Because of the overall successful acclimatization process, the whole team seems too 

been on the same page regarding the established routines aiming to balance risk and 

safety when they start their final stage of the expedition, the summit push. Everybody is 

focusing on the task and the will to handle the challenge of the summit push appears to 

be high. The clients, all seem to feel that they have assembled enough skills and 

competence in order to experience a state of flow and peak adventure when pushing for 

the summit (cf. Jones et al, 2003, pp. 20-21; Priest and Baille, 1987, p. 8).  
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An interesting concern to acknowledge is according to us the fact that the ongoing 

communication between Ben and the team members regarding physical and mental 

status decreased during the summit push. It can be observed as a failure of Ben’s risk 

management procedures of preaching honest communication during the acclimatization 

period. However, as we stated earlier, the decreasing communication can be a 

consequence of going into stage two of the edgework concept (cf. Lyng, 1990, pp. 880-

830; Beckman, 2013, p. 20; Buckley, 2012, pp. 966-968) and be a natural consequence 

of deep concentration of trying to reach a state of flow and peak experience (cf. Jones et 

al, 2003, pp. 20-21; Priest and Baille, 1987, p. 8). Nevertheless, we can also see that the 

team leader’s practice of honest communication about what his risk management 

decision-factors would be during the acclimatization period pays off. There is no real 

arguing or conflicts about his decisions about various risk exposures. For example, the 

location of Camp 3 or his choice to stay an extra day at Camp 4 and waiting for better 

weather conditions. This indicates a deep respect and trust for Ben’s competence as a 

team leader of the whole expedition team. We believe that this is an indication that team 

members trust his ability to balancing risk and safety on their behalf. 

The importance of climbing skills and the proper training before going for the summit 

push is of great importance. The same applies to managing the balance between risk and 

safety. It is reasonable to assume that a team leader needs to understand the principles in 

an expedition with previous experience in the same setting in order to exert risk 

management. The same philosophy can be applied in project management were the 

project manager needs the skills and training necessary in order to successfully run a 

project. As described in Chapter 6.1 all team members have different previous 

experience when it comes to mountaineering expeditions. The majority of them have 

participated in similar expeditions above 8000m. This means that most of the team 

members may possess preconception regarding their perception of the balance between 

risk and safety. But at the same time, this previous experience might be one reason for 

the expedition to be successful. Similar to a project group, team members with previous 

experience and knowledge about a project will likely contribute to the success of a 

project. However, when it comes to the balance between risk and safety, previous 

experience may cause a problem for a team leader to practice risk management. If a 

team member believes he or she have the competence to complete a task and are 

confident to do so and in reality this is not the case, the project may face the risk of 

failure. In comparison, during this particular expedition, several members (including the 

team leader) did underestimate and understate their own physical condition. By ‘hiding’ 

their real physical condition could be a potential cause of an accident or disaster. The 

same phenomenon of a customer hiding their physical condition may occur in situations 

in a night club or a theme park as well. Activities provided in these environments may 

be unsuitable for a customer who for instance is suffering from epilepsy. A similar 

situation might occur in a relationship between an employer and an employee where the 

employee may hide various physical limitations from the employer in fear of being 

denied employment or losing his or her job.      

We can also observe a tendency of increasing appreciation from the clients towards the 

Sherpas as the environment gets harsher further up the mountain, their important role as 

strong stakeholders within the expedition team becomes more and more obvious when 

balancing risk and safety. For example, the risk reduction techniques of services like 

preparing food and shelter and carrying equipment implemented by Expedition LTD. 

One can argue that the relationship between the stakeholders of the team is working 

well. As the expedition proceed further up the mountain, the risk of physical harm 
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increases. At higher altitudes the air is thinner and breathing gets more difficult. One 

mistake can lead to a severe accident. As mentioned before, support from key resources 

is important for success in order to reach the summit. The same goes for project, as key 

resources are essential in order to deliver the project outcome. The assistance from 

Sherpas during the whole expedition and especially on the summit day can be a crucial 

factor for success or failure to reach the summit.  Having extra support carrying 

equipment and supplies leaves the team members (customers) to direct their focus on 

the summit and save physical strength for the last trek. These key resources (employees) 

can be seen as essential when manage the balance between risk and safety in order to 

protect customers from physical harm. Being accompanied by a Sherpa with previous 

experience above 7000m have, most likely, great effect on the balance between risk and 

safety. It is important to not underestimate the support during the process at all levels of 

the organization, whether it is a service provider of dangerous activities or a project in 

e.g. the construction industry.  

 

Although we find that some encounters occur during the trek when the experience of 

flow evolves to anxiety and peak adventure turns to misadventure (cf. Priest and Baille, 

1987, p. 8; Jones et at, 2003, p. 21). Examples of this is how one client is unaccustomed 

to the use of oxygen masks, this makes him uncomfortable with his situation and leads 

him to doubt his competence of mountaineering. We can also see that the client’s show 

symptoms of exhaustion during periods of time, e.g. when Steven was not prepared to 

continue the summit push first morning in Camp 4. Another encounter when a client 

assumable perceived a shift in the balance between risk and safety was when the 

expedition leader showed signs of being in a bad physical condition due to lack of 

oxygen. Another encounter is the fact that all three clients that aimed to pursue the 

summit without oxygen did in fact changed their mind and summited with oxygen is 

one example of how a risk reduction “best practice” technique was used in order to 

restore a proper balance between risk and safety and thereby being able to achieve a 

state of flow and peak adventure by completing the summit (cf. Priest and Baille, 1987, 

p. 8; Jones et at, 2003, p. 21).  

 

As described above, the use of oxygen was crucial for the team members (customers) at 

high altitude. Here, it is important that the supply of oxygen is not limited. In turns of 

project management of potential physical risk, the supply of oxygen can be similar to 

safety equipment on a construction site or educated personnel that inform customers of 

potential hazards that might affect a person’s health and well-being. Furthermore, at 

Camp 4, the team leader made the decision to stay one extra night in order to avoid the 

windy weather. It also gave the opportunity for all team members to rest another night 

before heading towards the summit. In a project, one extra ‘rest’ day can help a project 

group make sure that the team is well prepared and the expectations of the team leader 

and the group members are clear. This also gives the opportunity for the team leader to 

analyze and evaluate the situation and the stage of the project. It also gives the 

opportunity to reflect what has been done so far and gives the leader a chance to prepare 

and motivate the team for upcoming milestones.  

 

Overall, the summit push can be regarded as a success in terms of balancing risk and 

safety. Since all the clients except Steven reached the summit of Mount Everest without 

any serious physical injuries and expressed satisfaction regarding the whole expedition 

with only minor implications.  
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7.3 IMPLICATION OF BALANCING RISK AND SAFETY 
Even if Expedition LTD, in an overall perspective, succeeded in their mission to 

balance risk and safety and thereby kept their service promise (cf. Bitner, 1995, p. 246) 

through addressing the tasks to a competent team leader (manager) and skilled and 

service minded Sherpas (employees), we have acknowledged some areas of possible 

improvements.  

The fact that one of the clients, Steven, did not complete the summit can be considered 

as a failure and a broken service promise on behalf of the service provider (Expedition 

LTD). One could argue that the balance between risk and safety in this mountaineering 

expedition was not in line with his individual tolerance level. Although, is it according 

to us, difficult to suggest what Expedition LTD could have done differently in order to 

help Steven achieving a better balance between risk and safety. It is a fact that he did 

receive the same implementation of risk management techniques of preparation and 

communication during the acclimatization process as the seven clients who did summit. 

The team leader did try to customize his treatment towards Steven and communicated 

with him about his safety concerns, but it suggests that it was not enough. Steven based 

his decision of turning back during the final trek to the summit on the perception of 

feeling weak and unsafe. One conclusion that can be drawn from this fact is according 

to us that Steven had not responded to the physical and psychological training as the rest 

of the clients. Maybe because he did not possess the necessary physical and mental 

strength of extreme mountaineering to begin with. Nevertheless, we emphasize the 

importance that Expedition LTD evaluates Steven’s perceptions of how Ben’s risk 

management measures was carried out in order to possibly further improve the balance 

between risk and safety in future expeditions. Although, Steven’s self-made decision 

can be viewed as an indication of that Ben’s philosophy about “being strong enough to 

help yourself on the mountain”, had gone through into Sevens mind and helped him to 

make the right decision to turn back due to his condition. One can therefore argue that 

the team leader’s communication with his clients on such matters during the 

acclimatization period can be viewed as a risk avoidance technique (cf. Hollman & 

Forrest, 1991, p.54; Wilks & Davis, 2000, p.595; Cloutier, 2003, p. 257), hence, the 

importance of not pursuing the trek if feeling too weak. Furthermore, climbing Mt 

Everest acquire good physical and mental condition. In a project as well as in an 

expedition to Mt Everest, the team leader has to cope with different interpersonal 

problems. This can be a difficult task and can be damaging for the role of the leader and 

the expedition as a whole. The same difficulties can be present when managing a 

project. 

Another encounter where a proper balance between risk and safety was not achieved is 

when the team leader showed signs of disorientation and an overall bad condition just 

before the summit. This made the client's perception of the balance between risk and 

safety to shift. One could argue that the team leader did not live up to his own 

philosophy about being strong enough to help himself and others at the summit. This 

can be considered to be a source of anxiety among the clients. As suggested earlier, this 

indicates the possible need for an assistant guide/team leader since the head Sherpa 

Tomas possesses a limited ability of communicating with the clients. Ben did express 

concerns about his own health during the acclimatization period and the fact that it 

became a reality impaired his ability to practice risk management in order to balance 

risk and safety. Luckily, it all turned out well, but it indicates that Expedition LTD 

should consider having a clearer plan of action in case the team leader cannot complete 

the trek.  
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Since the Everest case meet the basic definition of a project, the organizational structure 

and the practice of risk management can be illustrated in this case in connection to a 

context with high risk for potential physical harm to participants. The activities, viewed 

in the context of risk management techniques, illustrate actions and decision made by 

the team leader (or project manager) in different points in time. In this investigation we 

recognize clear indications that the practice of risk avoidance, risk reduction, and risk 

retention techniques are frequently used when practicing risk management while 

operating in a context of inherent potential physical risk exposures. We see that the 

team leader often choose between reduction (thoroughly preparation and adoption of 

“best practice”), avoidance (chose to not engage with a risk exposure) and retention 

(accepting the risk exposure). As for practice of risk transfer techniques, insurance are 

mandatory for all participants but since the focus on this study was not from a financial 

point of view it might explains why risk transfer was not a main technique recognized in 

this study. However, we claim to understand that there are no exact rules or manuals 

when these techniques should be practiced. What we can observe is that when the team 

leaders decision about what technique to use in a specific situation is made, it is of 

foremost important that the strong stakeholders of the group understand and accept how 

and why a certain risk management technique is practiced. This is according to us 

applicable to any organization engaging in activities with potential physical harm 

towards customers from a service perspective, but also to employers of a company with 

inherent physical risk exposures in their daily operations.  
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8. CONCLUSION & FURTHER RESEARCH 
This chapter will contain what concluding remarks we have been able to draw from our 

empirical investigation in this thesis. We will summarize our findings about important 

aspects of how a service provider should practice and implement risk management 

techniques in order to create a balance between risk and safety while providing 

dangerous activities with inherent physical risk exposures. Furthermore, we will also 

describe what theoretical and practical contribution this thesis may contribute to, and 

then suggest areas for future research directions. Lastly, we present the truth criteria 

used for this study.  

8.1 CONCLUSION 
The objective of this thesis was to gain understanding of how a service provider of 

dangerous activities practice risk management in the interaction with customers in order 

to create a balance between risk and safety. In order to answer our research question, 

“How does a service provider of dangerous activities practice risk management in the 

interaction with customers in order to create a balance between risk and safety?” We 

conducted an empirical case-study of a mountaineering expedition attempt to summit 

Mount Everest. 

  

Based on this empirical investigation, we are able to confirm previous research that 

stresses the importance of the managers/team leader’s competence of the field in which 

the risk management techniques is applied. It is according to us, obvious that the 

expeditions’ representatives (the team leader and Sherpas) are skilled in the field of 

mountaineering. They are aware of the severances of potential risk exposures and 

appear to be confident in their routines when implementing risk management 

techniques.  

In order to create a balance between risk and safety, we find that competence regarding 

various risk exposures, which is very much consistent in the environment of this 

particular business, is not enough. Since the balance between risk and safety is 

dependent on the client’s individual perception of risk, and the tolerance of risk, we 

argue that customization of risk management techniques to each participant and the 

group is essential. In order to customize risk management based on the client’s 

perception of risk and motivational desire for the activity the interaction between the 

different strong stakeholders of the group is crucial in order to create a relationship 

based on trust and open communication. Our empirical investigation confirms that the 

clients possess different thresholds for experiencing states of flow and peak adventure 

based on their individual physical and psychological competence. The member’s 

individual perception of risk and safety does vary within the group. 

Both the project leader and the project members have to recognize the organizational 

strategies and limits regarding safety measures. It is important for a service provider of 

dangerous activities to have a skilled leader and competent employees in order for an 

activity to be successful and avoid any severe injuries. The same applies to project 

management. The project members have to assist in meeting stakeholder (customers) 

expectations and the team leader have to be able to handle team frustration that can have 

a negative impact on the overall project (experience). A tour operator that makes the 

dream of summit Mount Everest possible face great challenges. For some it can be 

deadly, but for others it can be the experience of a lifetime and a peak of their personal 

growth. The balance between risk and safety associated with this expedition need 

extensive preparation, continuously planning and ongoing communication in order to 
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succeed.  

 

We claim to observe a tendency where most of the team leader’s risk management 

efforts consist of preaching open communication where he encourage the team members 

to share information about their physical and mental condition. The team leader also 

puts a lot of energy and time into informing his client’s about the causes of his decisions 

regarding implementations of various risk management techniques. One can argue that 

this is an indication of trying to build and establish a fine and working relationship 

between himself, the client’s and the Sherpas in order to create a strong collaboration, 

aiming to reduce and avoid risks of miscommunication and conflicts later on in the 

expedition when the risk exposure for physical harm becomes more salient. Even if a 

tendency of decreasing communication during the final trek up the mountain can be 

noticed, the efforts of communication and information pays off, since we can observe a 

great deal of acceptance of team leader’s implementation of risk management 

techniques during the summit push. We therefore conclude that communication and 

information is most essential when practicing risk management in order to create a 

balance between risk and safety in dangerous activities.   

8.2 RESEARCH IMPLICATION 

As mentioned in the background of this thesis, most part of the research conducted in 

the field of adventure tourism consists of investigations and explanatory theories of 

customers’/clients’ physiological nature and motivational demand of engaging in 

adventure activities. There is also research aiming to describe and theorize 

implementing of risk management in the specific context of adventure tourism. Our 

findings and conclusion of this empirical case study can, according to us, contribute 

with a theoretical illustration of how risk management can be practiced in regard to the 

psychological nature and motivational demand of customer’s/client’s, aiming to prevent 

and avoid physical injuries. Although, it may be possible to manage the balance 

between risk and safety, our result reveals that it is difficult to have a concrete approach 

how to do it. Since each individual perceives the physical risk exposures differently, the 

manager has to take individual concerns into account. This indicates that the theoretical 

view on stakeholder and service promises, risk management and a person’s motivational 

aspects in dangerous activities can help determine a balance between risk and safety. 

Nevertheless, in order to create a balance between risk and safety, risk management of 

dangerous activities is an on-going process.  

In the background, we presented an argumentation about adventure tourism not being 

the only branch that can be regarded to provide dangerous activities and environments. 

From a service perspective, our conclusion about the essentiality of practicing 

communication and provide information to customers about the practice and 

implementation of various risk management techniques can be applied to branches like 

night clubs and theme parks as well. We are aware of the fact that intensity of physical 

accidents among customers in the context of night clubs and theme parks are 

significantly lower than in adventure tourism and mountaineering, but nevertheless 

incidents causing physical harm to customers still occur in these branches. Our research 

which is conducted in context of higher inherent risk exposures than other service 

branches can according to us also be applicable and illustrative to service provider in a 

context with lower risk for potential physical harm. This because even if the presence of 

physical danger is not that salient as in a mountaineering expedition accidents do 

happen and in order to avoid these accidents, honest and ongoing communication and 
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information from the service providers towards the customers regarding the practice of 

risk management should be appropriate in lower as well as higher risk contexts.   

 

If we leave the service perspective and focus on the relationship between an employer 

and employees, our illustration of how risk management should be practiced and 

implemented might also be valid for branches like building and construction projects, 

oil platforms and military training. The activity, viewed in the context of risk 

management techniques, illustrates actions and decision made by the team leader (or 

project manager) in different points in time. The illustrations of these activities can 

explain how project group can respond to stressful situation in dangerous activities. 

Furthermore, the similarities between a Mount Everest expedition and project 

management make it possible to use similar approaches regarding risk management in 

temporary organizations and projects. The empirical investigation in this study can 

increase the applicability of risk management techniques by project groups in order to 

improve their management strategies for risk with potential physical harm. However, 

we believe that more systematic empirical research is needed before making any 

concrete suggestion on implementation techniques. We hope our case study analysis of 

this can serve as inspiration for continuous investigations and encouragements for 

further research. 

In summary, firstly, we argue that the theoretical and practical findings about the 

importance of honest and ongoing communication and information when practicing risk 

management in a context with potential physical risk in order to create a balance 

between risk and safety are foremost applicable to mountaineering and the overall 

business of adventure tourism. As mentioned earlier, this is an already huge industry 

which is predicted to continuously grow further in the future. Secondly, we claim our 

findings to be valid for other service providers with inherent physical risk exposures in 

their activities. Thirdly, we argue that our findings to be relevant to a risk management 

perspective between an employer and employees operating in a context of potential 

physical risks, example of this could be the construction industry or military training. 

As mentioned before, the case is not intended to be statistically representative, instead, 

the case is used as the basis of selection with features that makes it well suitable for the 

research purpose. Since a case study raises concerns regarding the potential lack of 

generalizability, the expedition and the details of this event represent only one case, but 

on the other hand, it was an active choice we made when conducting this particular case 

study. As discussed above, by understanding this event we can apply our findings to 

other groups and settings. 

8.3 FURTHER RESEARCH 

Even if there were no severe accidents or physical injuries happening to the team 

members of this expedition, the fact that accidents and even deaths are still happening 

shows that risk management techniques in dangerous activities deserves further 

investigation.  Causes such as a dysfunctional relationship between the customers and 

the provider can affect the process for risk management techniques in dangerous 

activities. Further investigation of these relationships and foremost how the 

communication between actors can affect risk management are one suggestion for 

further research. 

Another suggestion for further research would be to conduct a comparative study that 1) 

compare different risk management techniques from different service providers and 2), 
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how different service provider view the balance between risk and safety form a 

commercial approach versus a safety approach. One option could be to conduct a 

quantitative study of risk management by asking managers in this industry questions 

from scales of risk management techniques. Furthermore, as mentioned in section 1.4, 

another example for further research would be to investigate the balance of risk and 

safety from a financial point of view.  

8.4 TRUTH CRITERIA 

In a qualitative study the validity and reliability is somewhat different evaluated 

compared to a quantitative study (Bell, Bryman, 2005, p. 304). As a qualitative study 

does not provide reliability with numbers the importance of describing the study's 

reliability is to delineate how the data have been gathered and treated in an honest and 

systematic way. To clarify this study's trustworthiness, it is founded upon four aspects: 

Credibility, Dependability, Transferability and Confirmability 

 

Credibility, which is also referred to internal validity, is an evaluation of the research 

findings. It is representing a credible conceptual interpretation of the data from the 

original data, in other words, how well the study's focus is consistent with the choice of 

context, data collection, etc. Here it is important that data is not random or 

systematically excluded or that irrelevant data have been included in the assessment of 

outcome (Bell & Bryman, 2011, pp. 395-397). In order to make sure that the credibility 

in this study is high, we found it important to involve the project manager of the 

research group TripleED. Furthermore, the project manager assisted us during our 

empirical investigation in order to secure high credibility. In this way we could ensure 

ourselves that our interpretations and finding are in line with the interviews included in 

the empirical database that was used in this study (Bryman & Bell, 2011, p. 397) 

 

Dependability is an assessment of the quality of the integrated process of data collection 

and data analysis (Bryman & Bell, 2011, p. 398). As the dependability concerns 

whether the results of an investigation will be the same if the investigation would be 

conducted again, it is important to assess whether the respondents could give divergent 

answers to questions in other occasions (Bell & Bryman, 2011, p. 395). Since we did 

not conduct the interviews ourselves and were not present in the same setting it is hard 

to evaluate whether the respondents would answer differently at a different point in 

time. Furthermore, dependability also concerns an idea whether another researcher 

would find similar outcomes from the empirical data at another time (Bell & Bryman, 

2011, p. 395). We found it important to emphasize that the database used in this study is 

provided for us by the research group TripleED, this gave us the opportunity to receive 

assistance from the project manager of the group in order to strengthen the 

dependability of the study.  

 

Transferability includes a description of the context and the setting the study has been 

conducted in (Bryman & Bell, 2011, p. 398). By explaining the industry, what type of 

setting, the size of the expedition, etc. We believe that the reader should have a good 

understanding of the context of this study. This case study was chosen because it has 

particular features and characteristics which enabled detailed exploration and 

understanding of the phenomena of interest. The activities, viewed in the context of risk 

management techniques, illustrated actions and decision made by the team leader (or 

project manager) in different points in time. By understanding this event we gained 

knowledge that could be applied to other groups and settings. This means that the reader 
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should gain an understanding and be able to make own interpretation how the research 

result can be transferred to other contexts.  

 

Conformability includes the validity of a qualitative study (Bryman & Bell, 2011, p. 

398). As mentioned earlier, we have strived to the great extent to be objective and avoid 

preconception that could possibly affect the results of the study. In other words, we do 

not deliberately allow personal values or our theoretical orientation influence the 

analysis and conclusions of the study. Before we started this research, we had limited 

knowledge of the adventure industry and the psychological framework connected to the 

participation of potentially dangerous activities. By first thoroughly acquiring an 

understanding of the industry itself, we got down to examine mountaineering expedition 

on Mount Everest and the research that has been done in connection to similar settings. 

By reading a number of articles / books / magazines it provided us with a good 

fundamental understanding. The examination of these sources laid the basis for a good 

understanding of the research field. As mentioned before, one of us has more experience 

in adventurous activities while the other one of us has a more risk averse position. The 

two different views of risk of potential harm provided us with a wider perspective of the 

research area and we regard this as an advantage in society for us reach a higher 

objective position.  
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