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Abstract

Since the late 1970s, regional areas in Japan have experienced prolonged contraction driven
by population decline, aging, and industrial shrinkage. Prior research has shown that
some localities exhibit adaptive resilience under these conditions, yet the firm-level pro-
cesses underlying such resilience remain insufficiently understood. This study examines
Nagano International Country Club (NICC), a regionally central growth-era firm in Nagano
Prefecture that increased its visitor numbers to 165% of the 2013 level despite severe finan-
cial constraints and flat performance among nearby competitors. Using semi-structured
member interviews (n = 3), employee surveys (n = 5), and a reflexively governed au-
toethnographic analysis, the study explores how stakeholders perceived NICC’s recovery
trajectory. Under extreme resource scarcity, the manager repeatedly engaged in a low-
cost, labor-intensive practice of personally repairing divots. Participants interpreted this
sustained practice as an authentic expression of leadership that appeared to foster trust,
activate or generate a sense of belonging, and encourage voluntary participation in course
maintenance. These processes were perceived as contributing to spontaneous value co-
creation that emerged without crisis framing or financial incentives. The study offers a
context-specific interpretation of how endogenous, trust-based value co-creation may be
experienced within a resource-constrained legacy firm and suggests that early contours of
adaptive resilience observed at the regional level may also manifest at the firm level.

Keywords: adaptive resilience; shrinking regions; regionally central growth-era firm;
endogenous renewal; authentic leadership; sense of belonging; value co-creation; qualitative
case study; SCAT analysis; sustainability

1. Introduction

Since the late 1970s, rural Japan has experienced a compounding progression of
population decline, aging, and industrial contraction—a “long-term shrinkage phase”
spanning half a century. This contraction has been associated with the gradual obsolescence
of business models, systems, and organizations built during the growth phase, revealing
long-standing structural vulnerabilities. Companies and industries that once anchored
regional economies have increasingly faced these pressures.

The severity of this contraction is pronounced in international comparison. Japan’s
total population peaked at approximately 128 million in 2008 and declined to approximately
124 million by 2023 (National Institute of Population and Social Security Research). The
proportion of residents aged 65 and overreached 29.1% in 2023, the highest in the world,
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with conditions even more acute in rural areas. Such demographic change has increasingly
required structural adaptation at the regional level and has placed pressure on growth-era
business models to undergo fundamental revision [1].

Nagano Prefecture exemplifies this trajectory. Since the 1990s, population decline
and aging have interacted with the hollowing-out of regional demand in tourism, leisure,
and retail. The golf industry illustrates this pattern with clarity. The primary structural
rupture can be traced to the collapse of Japan’s asset bubble in the early 1990s, which
was followed by a simultaneous contraction in corporate entertainment golf, a sharp
reduction in participation among public servants and bank employees following ethics
reforms, and intensified competition among bubble-era courses built within overlapping
catchment areas. These dynamics drove green fees to half their pre-collapse levels and
left many rural membership clubs structurally exposed. National rounds played fell
from roughly 93.5 million in 1992 to approximately 57 million in 2024 [2]. Demographic
contraction has interacted with these pressures over subsequent decades, functioning as a
secondary influence on an already altered industry structure. Shrinkage may also function
as a structural condition that creates openings for endogenous adaptation [1]. The case
examined here offers a firm-level illustration of how such dynamics may unfold in practice.
Japan has undergone this transition ahead of many European and East Asian countries,
making its experience a useful reference point for societies facing similar trajectories [3].

Analyzing real GDP per worker across all 47 prefectures from 1975 to 2021,
Nishimura [1] identified a paradoxical pattern: regions with substantially declining
working-age populations often exhibit notable productivity gains, suggesting that adaptive
resilience may emerge under long-term demographic pressure. That study further illus-
trated how endogenous resilience in shrinking regions can arise through cross-industry
resource circulation. However, it also noted that the firm-level mechanisms underlying
endogenous renewal have been less fully explored, calling for future research to incorporate
industry- or firm-level data to better understand how structural transformation unfolds
within regions—a gap that the present study directly addresses.

2. Theoretical Background and Literature Review

During Japan’s high-growth era, rising population and incomes were accompanied by
the emergence of clusters of firms that served as the core of local life, culture, and economic
activity. This study terms these “regionally central growth-era firms” (RCGEFs). Such
firms share four characteristics: (1) business models optimized for the social structures of
the growth era; (2) strong mutual interdependence with local communities; (3) a symbolic
cultural role within their region; and (4) structural vulnerability in the transition to a
maturing society.

Many RCGEFs have struggled amid population decline, demand contraction, and the
limits of external support. Yet some firms appear to have adapted to changing conditions
and are acquiring new forms of sustainability. The divergence in how such firms respond
to these pressures remains an important theoretical challenge in sustainability research for
shrinking regions (Pike et al. [4]; Martin and Sunley [5]).

2.1. Nagano International Country Club (NICC): A Focal Case

NICC (founded in 1972), the subject of this study, is a prototypical RCGEF. As of
2013, it faced extreme resource constraints: annual cash flow of approximately ¥10 million,
¥1.1 billion in debt, zero new borrowing capacity, successive resignations of key officers, and
dim prospects for legal restructuring. Standard turnaround methods, such as investment,
staffing increases, and expansion of outsourcing, were simply unavailable.
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In the context of these extreme conditions, the new manager’s first visible action
was a zero-cost physical practice: taking the initiative in divot repair work (mezuchi), a
form of course maintenance conducted before and after play. The subsequent trajectory is
notable. While two neighboring competitors remained flat (see Figure 1), the club reached
54,443 annual visitors in 2024 (165% of its 2013 level) and recorded a 62% increase in
revenue from the time of appointment.
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Figure 1. Annual Visitor Trends at NICC (2013-2024). Note: Data sourced from management
records (NICC). Study period: 2013-2024. Comparison: Neighboring golf courses A and B, both
18-hole membership clubs in the same Nagano Prefecture market area. Both facilities remained flat
(A:29,694 — 29,733; B: 30,562 — 30,949 visitors) under the same external conditions (weather, econ-
omy, demographics). Only this club showed a sustained upward trajectory (32,982 — 54,443 visitors;
165% of 2013 level), a divergence that appears to be associated with internal organizational dynamics.

Although external environmental factors undoubtedly shaped the broader operating
context, the magnitude and direction of this divergence suggest that internal organizational
dynamics may have played an important role. This study therefore focuses on internal
dynamism as a plausible explanatory lens for understanding the club’s renewal under
resource-constrained conditions.

This study’s core question is how the adaptive resilience observed at the regional
and industrial levels in prior research [1] may have manifested at the firm level under the
extreme conditions of resource constraint evident in this case—a direct response to the
firm-level gap identified in that line of research.

2.2. Review of the Prior Literature
2.2.1. Adaptive Resilience at the Firm Level: An Unaddressed Gap

Research on regional economic resilience has expanded significantly over the past
two decades. Martin and Sunley [5] conceptualized regional resilience as an evolutionary
process encompassing resistance, recovery, reorientation, and renewal, while Boschma [6]
emphasized the long-term capacity of regions to develop new growth paths through
industrial, network, and institutional reconfiguration. Pike et al. [4] further demonstrated
that resilience is shaped by the interplay of agents, mechanisms, and sites within evolving
regional economies.
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At the firm level embedded in shrinking regions, however, the micro-level processes
through which individual organizations may initiate or experience endogenous renewal
remain theoretically underdeveloped (Haase et al. [7]; Nishimura [1]). Existing studies have
documented regional-level outcomes of structural adaptation but have not qualitatively
traced the internal organizational mechanisms that may underpin such adaptation within
resource-constrained legacy firms. This study responds to that gap.

Matanle and Rausch [3] documented how Japanese communities responded to the
compounding pressures of depopulation and economic contraction, showing that endoge-
nous agency was a distinguishing feature of resilient localities. The present study builds
on this community-level insight by examining its relevance at the firm level, asking what
internal mechanisms enable an individual legacy organization embedded in a shrinking
region to experience analogous forms of endogenous renewal.

At the firm level, Lengnick-Hall et al. [8] proposed that organizational resilience
is developed through human resource practices that build cognitive, behavioral, and
contextual competencies in employees, a framework that shifts attention from structural to
relational and identity-based mechanisms of resilience capacity.

2.2.2. Authentic Leadership and Symbolic Practice

Authentic leadership theory identifies self-awareness, internalized moral perspective,
balanced processing, and relational transparency as the core dimensions through which
leaders foster trust and positive follower outcomes (Avolio and Gardner [9]; Walumbwa
et al. [10]). A central but underexplored question concerns how authentic leadership
operates under conditions of extreme resource scarcity, where conventional tools of organi-
zational influence, financial incentives, formal programs, and structured communication,
are limited or unavailable.

Symbolic leadership research offers a complementary perspective: Pfeffer [11] argued
that managerial action functions through the creation and maintenance of organizational
meaning systems, while Smircich and Morgan [12] theorized leadership as the management
of meaning, whereby leaders frame organizational reality for followers through observable
practices, rituals, and language. Together, these traditions suggest that the interpretive
weight of leader behavior may become more salient when material alternatives are limited, a
dynamic that has been recognized theoretically but not empirically examined in the context
of firm-level resilience under scarcity. Luthans [13] further demonstrated that positive
psychological capacities, including resilience, hope, efficacy, and optimism, are developable
through leader modeling and may contribute to performance-relevant behaviors.

2.2.3. Sense of Belonging: Social Identity and Psychological Ownership

Social identity theory (Tajfel and Turner [14]) established that individuals derive a sig-
nificant portion of their self-concept from group membership, and that identification with
a group motivates prosocial behavior toward fellow members and the collective. Ashforth
and Mael [15] extended this framework to the organizational context, demonstrating that
organizational identification motivates behaviors congruent with organizational interests
and reduces turnover intentions.

Psychological ownership theory (Pierce et al. [16]) further demonstrated that feelings
of ownership over an object or organization are associated with stewardship behaviors
and commitment even in the absence of legal title. Both frameworks, however, treat
belonging and ownership primarily as stable states rather than as dynamic processes
that emerge, transform, or are generated anew in response to leadership behavior. The
temporal dimension of belonging formation—specifically, how latent belonging is activated
versus how entirely new belonging is generated among individuals who lacked prior
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attachment—has not been theorized within these traditions. This study highlights this
distinction as analytically useful.

2.2.4. Value Co-Creation and Voluntary Action

Value co-creation research, grounded in service-dominant logic (Vargo and Lusch [17];
Vargo and Lusch [18]), reconceptualizes customers and community members as ac-
tive resource integrators whose operant resources—knowledge, skills, and relational
engagement—contribute to the co-production of value. Prahalad and Ramaswamy [19]
argued that the interaction between firm and customer is the locus of value creation. Grén-
roos [20] refined this by identifying that genuine co-creation occurs only when service
provider and customer enter a direct interaction sphere, a condition instantiated by the
divot repair practice in this study.

Broaden-and-build theory (Fredrickson [21]) is theorized to link positive relational
experiences to the accumulation of behavioral resources: positive emotions broaden indi-
viduals’ thought-action repertoires and may contribute to the development of enduring
personal and social resources over time. A critical assumption in both traditions, how-
ever, is that co-creative behavior is motivated by awareness of a problem, need, or op-
portunity. Whether voluntary co-creation can emerge in the complete absence of crisis
recognition—initiated instead by relational trust and symbolic leader behavior—has not
been empirically examined.

2.2.5. The Integrative Gap This Study Addresses

Taken together, these research traditions—adaptive resilience, authentic and symbolic
leadership, social identity and psychological ownership, and value co-creation—provide
a rich theoretical foundation but have largely developed as independent lineages. To the
authors’ knowledge, few studies have examined their intersection in the specific context of a
resource-constrained legacy firm operating in a shrinking region. Likewise, empirical work
has only rarely explored how authentic symbolic practice may relate to trust formation,
belonging transformation, and voluntary co-creation in the absence of financial incentives
or shared crisis recognition.

This study offers a context-specific empirical exploration of these previously siloed
streams. The mechanisms identified here should be understood as analytically grounded
propositions that warrant further examination across comparative cases to assess their

broader applicability.

2.3. Research Purpose and Research Question

The purpose of this study is to extend the adaptive resilience framework from the re-
gional and industrial levels to the firm level and to respond to the firm-level gap identified
in prior research [1]. Specifically, through analysis of the NICC case, this study theoretically
and empirically elucidates how an RCGEF may initiate or experience endogenous renewal
and embody adaptive resilience amid the resource constraints of a maturing society. Ac-
cordingly, this study is positioned as a theory-building single case study aimed at analytic,
rather than statistical, generalization.

Research Question: By what endogenous mechanism did an RCGEEF in a shrinking
region appear to activate adaptive resilience and move toward sustainable renewal under
conditions of depleted financial resources in which conventional turnaround methods
were unavailable?
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3. Materials and Methods
3.1. Research Design

We adopt an exploratory qualitative research design grounded in Yin’s single-case
methodology [22], designating NICC as the unit of analysis. A case study approach is
appropriate for three reasons:

(1) The phenomenon of organizational renewal at the point of business nadir cannot be
experimentally reproduced outside its real-world context;

(2) Case study design is well suited to explanatory “how” and “why” questions [22];

(3) Two neighboring golf courses operating under identical regional conditions provide
natural comparative controls that strengthen internal validity.

To complement the case study, we incorporate analytic autoethnography as defined by
Ellis et al. [23] and elaborated by Anderson [24]. Autoethnography enables access to experi-
ential and processual data unavailable to external observers, particularly in long-duration
organizational processes embedded in tacit cultural meanings (Denzin and Lincoln [25];
Chang [26]). Following the analytic tradition, the first author’s insider perspective is
systematically interrogated through SCAT coding, reflexive documentation, and dialogic
validation rather than presented as unmediated self-report. As Wall [27] notes, autoethnog-
raphy’s strength lies in its capacity to link personal experience to broader sociocultural
understanding, a capacity realized only through rigorous methodological governance.

The dual role of practitioner and researcher introduces potential self-reflection bias.
Rather than eliminating this bias, the study governs it through a formal reflexivity protocol
grounded in Ellis et al. [23], comprising:

(1) Reflexive documentation, using autoethnographic inquiry sheets cross-referenced
with contemporaneous management records and external media reports;

(2) Dialogic validation, in which the second author (Professor N. Nishimura, doctoral
supervisor and co-author, who held no organizational role in the case organization)
independently reviewed the interview guides, interview transcripts, and emerging
interpretations at each stage of analysis. Any discrepancies between the two authors’
interpretations were resolved through structured discussion;

(3) Multi-source triangulation, comparing autoethnographic insights with semi-structured
member interviews (n = 3) and an employee questionnaire (1 = 5).

The data themselves provide structural evidence against interviewer-induced bias.
The three member interviewees—selected based on objective criteria unrelated to their dis-
position toward the researcher—arrived at convergent interpretations through distinct path-
ways: sustained observation, resonance with management philosophy, and attribute-based
empathy. The presence of a dissenting employee case (R4), attributable to an unrelated
organizational grievance, further indicates that contrary evidence was neither suppressed
nor discouraged.

A deeper epistemological justification for autoethnography lies in the temporal struc-
ture of the phenomenon. The first author acted solely as a practitioner during 2013-2024,
with no research intention or data-collection agenda. Only after the organizational trajectory
had fully unfolded and its outcomes were objectively documented did the first author adopt
an analytical stance in 2026. This temporal separation ensures that the research process did
not influence the phenomenon under study. Moreover, the core phenomenon—authentic
leadership enacted through sustained, low-visibility practice—cannot be externally ob-
served without altering its nature. An external researcher’s presence would have trans-
formed the behavior into strategic performance, undermining the authenticity under inves-
tigation. Thus, the insider position, while requiring rigorous methodological governance,
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provides access to temporal and relational dimensions of the phenomenon that would be
unavailable to external observers.

Finally, the study aligns with the practitioner-researcher tradition grounded in Schoén’s
reflective-practitioner framework [28], action research methodology, and analytic au-
toethnography (Anderson [24]). The question is not whether the researcher has a stake in
the phenomenon—all researchers do—but whether that stake is transparently disclosed,
structurally governed, and independently triangulated. On all three counts, the present
study meets the standard. These safeguards do not eliminate insider bias but serve as par-
tial mitigation strategies appropriate to long duration insider contexts where independent
verification is structurally infeasible.

3.2. Research Site and Sample Selection

The research site is NICC, a membership golf club in Nagano Prefecture founded
in 1972. Following the industry-wide slump after Japan’s asset bubble collapse, the club
recorded a business nadir of 32,655 annual visitors in 2011, with visitor numbers remain-
ing depressed in subsequent years, standing at 32,982 at the time of the new manager’s
appointment in 2013. In the same year, a new manager from the founding family (the first
author of this study) assumed the position of President and CEO. Three reasons justify
selecting this club: (1) an outstanding visitor recovery to 165% of the 2013 baseline; (2) the
researcher’s insider access to detailed data; and (3) the unexplored context in prior research
of a membership-based community organization.

Purposive sampling was adopted for member interview selection. All three of the
following conditions were required: (1) active membership at the time of the new manager’s
appointment in 2013; (2) status as an early participant who began voluntarily participating
in divot repair during 2013-2015; and (3) current availability to consent to an interview.
The total number of living members satisfying all three conditions was n = 3, positioning
this study as a census-based survey under these conditions.

The member interview sample is explicitly positioned as a census-based survey:
it does not claim theoretical saturation but rather represents a complete enumeration
of all individuals satisfying the three selection criteria. Because additional sampling is
structurally impossible, theoretical propositions extracted from these three participants are
treated as a starting point, with validity reinforced through triangulation with the employee
questionnaire (n = 5). While a sample of three does not support statistical generalization, it
has legitimacy within Yin’s [22] framework of analytic generalization.

3.3. Data Collection

We conducted multi-source data collection using the following four data sources
(see Table 1).

Table 1. Overview of data sources.

Data Source

Scale Collection Method Role

Semi-structured

. . . Pri dat thenticit
60-90 min; detailed notes — verbatim fimary data on authenficity

. . n=3 e recognition, sense of belonging,
member interviews transcription .
value co-creation
Employee questionnaire =5 5-point Likert scale + open-ended Supplemfentary triangulation
responses instrument
. . . Insider perspective;
Autoethnography Ongoing Autoethnographic Inquiry Sheet iterative interpretation
Management performance data 2013-2024 Ann}lal Visitor’ record.s; comP.aFison Objective evin.tlence of
with two neighboring facilities recovery trajectory
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3.4. Data Analysis

Interview data were analyzed using Steps for Coding and Theorization (SCAT)
(Ohtani [29]). SCAT is a matrix-format analytical procedure comprising four steps:
(1) extraction of salient words and phrases from the text; (2) paraphrase within the text;
(3) replacement with extra-textual concepts; and (4) generation of themes and constituent
concepts (see Table 2). As SCAT was developed in Japan and may be unfamiliar to interna-
tional readers, its characteristics and comparison with other methods are described below.

Table 2. SCAT: Four-step analytical procedure.

(3) Extra-Textual (4) Themes/Constituent

Ste 1) Salient Words/Phrases 2) Paraphrase
P ® ) P Concepts Concepts
Extract. meaning-, emgtlon ’ Replace with words  Further abstract and Describe
and judgment-bearing ; . : L o .
Process reinterpreted in the =~ connect with existing propositions/themes in
words/phrases used by
research context theory/concepts one sentence

the narrator

Note: SCAT (Steps for Coding and Theorization) was developed by Ohtani [29]. It is applied here to semi-
structured member interviews (n = 3; 60-90 min each; verbatim transcription). Each step follows an inductive pro-
cess: (1) extraction of salient words/phrases — (2) paraphrase — (3) extra-textual conceptualization — (4) theme
generation. Analysis was conducted by the first author. Interpretive validity was independently reviewed by
the second author (Professor N. Nishimura, doctoral supervisor, who held no organizational role in the case
organization) through dialogic validation at each stage of analysis, with discrepancies resolved through structured
discussion. See Appendix A for full SCAT matrices.

Like Grounded Theory (GT) and Thematic Analysis (TA), SCAT aims at inductive
concept generation from text and is more suitable for this study in several respects. GT
excels at theory-building from multiple cases with large datasets, but theoretical saturation
is structurally difficult to achieve with the small sample here. TA offers high flexibility in
code and theme extraction, but analytical steps can vary across researchers. SCAT’s compar-
ative advantage over GT and TA is threefold in the present context. First, transparency: the
matrix-format four-step structure makes every inferential move visible and traceable, en-
abling readers to audit the analytical chain from raw text to theoretical proposition. Second,
suitability for small-N insider research: unlike GT’s requirement for theoretical saturation
across multiple cases, SCAT is explicitly designed for single-case, small-sample qualita-
tive work, making it structurally appropriate here. Third, international auditability: by
documenting each step in a standardized matrix format, reproduced in Appendix A, inter-
national readers unfamiliar with SCAT can independently verify the analytical procedure.

In integrating multiple data sources, constructs derived from member interviews were
cross-referenced with employee data, autoethnography, and management performance
data through triangulation. Appendix A includes full SCAT matrices tracing raw quotations
through intermediate coding to final propositions.

3.5. Validity, Limitations, and Ethical Considerations

Addressing Yin's [22] validity criteria: construct validity was ensured through the use
of multiple data sources; internal validity through elimination of competing explanations
via comparison with two neighboring facilities (Course A operating as a private member-
ship club and Course B as a public pay-and-play facility, ensuring that the flat trajectory
observed is not attributable to factors specific to either business format); external validity
through analytic generalization (generalization to theoretical propositions); and reliability
through SCAT matrix documentation. Interview subjects received prior explanation of
research purpose, data use, and privacy handling, and provided informed consent. All
names and identifying information were anonymized.
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Regarding the employee questionnaire: we explicitly position this instrument as a
supplementary triangulation source rather than an independent empirical foundation.
Given the sample of five respondents, the questionnaire does not support statistical infer-
ence, instrument validation, or psychometric testing. Its function is limited to one specific
purpose: to examine whether the patterns identified through member interviews were also
present in the employee perspective. In this bounded triangulation role, the questionnaire
serves to confirm directional consistency across data sources, not to establish statistical
significance. All theoretical propositions in this study rest on the convergent evidence from
member interviews and autoethnography; the questionnaire provides corroborating signals
rather than independent causal evidence.

Regarding causal inference: this study does not identify the proposition that “the
symbolic practice of divot repair activated the transformation of sense of belonging”
as a statistical causal effect. What is claimed in this qualitative single-case study is
that divot repair was perceived by participants as a salient factor associated with sub-
sequent events, as determined through retrospective analysis. This identification is
supported by the convergence of member interviews, employee questionnaires, and
autoethnography—three independent sources—on the same proposition. The difficulty
of specifying statistical causation is acknowledged as a limitation; it is a methodolog-
ical characteristic of qualitative case studies and is compatible with the purpose of
analytic generalization.

Detailed data are provided in the Appendix to enable readers to replicate the anal-
yses. Appendix A: full SCAT matrices for all three member interviews; Appendix B:
employee questionnaire items, responses, and aggregate data; Appendix C: summary of
the autoethnographic inquiry sheets.

Regarding the use of Al tools: during the preparation of this manuscript, the authors
used Claude (Anthropic, San Francisco, CA, USA, claude-sonnet-4-6, 2026) for the purposes
of translation assistance (Japanese to English), grammar editing, and structural formatting.
The authors have reviewed and edited all output and take full responsibility for the content
of this publication. Al was not used for data collection, analysis, or interpretation.

4. Analysis
4.1. The Business Nadir and Recovery Trajectory

The new manager was appointed in 2013 at the request of the club’s primary creditor
institutions, following a prolonged period of severe financial distress. Although princi-
pal repayment suspension and interest rate reductions had already been negotiated, the
operating environment remained critically constrained. Annual cash flow in FY2012 was
approximately ¥10 million—insufficient to support investment, maintenance, or recovery
initiatives. NICC faced a compound management crisis: annual visitors had fallen to
32,982; cash flow remained at ¥10 million; the club carried ¥1.1 billion in debt and member
deposits; key officers were resigning; new borrowing capacity was zero; and prospects for
legal restructuring were minimal. Conventional turnaround measures—outsourcing expan-
sion, staff redeployment, incentive programs, or workforce reduction—were structurally
unavailable due to cost constraints and already-minimal staffing levels.

This crisis was embedded in a broader industry-wide collapse following the burst of
Japan’s asset bubble. Membership prices that had peaked at approximately ¥26 million in
1990 had fallen to around ¥300,000 by 2013—a decline of 98.8%. The club’s redemption crisis
stemmed from memberships sold in 1996 at ¥4.7 million, whose contractual redemption
deadline in 2006 had been extended only with partial member consent. From 2006 onward,
non-consenting members intermittently demanded redemption, creating a chronic financial
drain. By 2013, a second extended deadline (2016) for approximately 300 memberships was
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approaching, concentrating obligations within a narrow window. With negative net worth
preventing new borrowing, the club was forced to service redemptions from operating cash
flow while deteriorating course conditions made fee increases impossible. Staff colloquially
referred to the organization as a “sinking ship,” and many employees ultimately resigned.

Despite these constraints, the club resolved 265 deposit claims between 2013 and 2025
(face value ¥772.6 million), achieving actual payments of ¥262.8 million—an average reduc-
tion of 66%—without legal restructuring. It was within this context of structural, financial,
and organizational crisis that the managerial actions described below were initiated.

The new manager’s first action was voluntary divot repair work conducted outside
business hours. As recorded in the autoethnographic notes (Step 2): “The course was in
poor condition and there were no hands available, so I did it myself. It is also rooted in the
essential spirit of golf.” This practice was well suited to the constraints of the environment:

(1) Divot repair is normatively prescribed by the Rules of Golf, lowering the threshold
for member participation;

(2) Itrequired no budget, equipment, or authorization;

(3) Its effects were immediately visible, providing tangible evidence of commitment.

4.2. Authenticity Recognition: Three Pathways

The leader’s choice of divot repair as the initiating symbolic practice had theoretical
significance beyond its zero-cost character. Three structural properties made it a particularly
powerful authenticity signal under conditions of resource scarcity. First, because divot
repair is explicitly prescribed by the Rules of Golf, members encountered the leader’s
behavior within a shared normative framework, it was recognizable as “what every golfer
should do” before it was interpreted as a managerial act. Second, the practice could begin
immediately and therefore preceded any organizational stabilization, making it implausible
to interpret as performance-motivated behavior. Third, its visible and rapid effect on course
conditions provided members with non-verbal, independently verifiable evidence that the
practice was real and sustained. These properties explain why authenticity recognition
converged on divot repair across observers with entirely different interpretive orientations.

SCAT analysis of member interviews revealed three distinct pathways through which
authenticity was recognized (Table 3), each grounded in a different experiential logic but
arriving at the same conclusion: “this person is genuine; this is not performance.”

Table 3. Integrated SCAT analysis: theoretical descriptions by core theme.

Core Theme

Extra-Textual Concepts
(Integrated)

Theoretical Description

Connection to Prior
Research

Key Supporting
References

(1) Sustained-observation

Authenticity recognition in
response to the same symbolic
practice follows different

Connected to the “internal

[9] Avolio and Gardner

Multiple Pathvyays of type. @) Man?gement— pathways depending on moral perspective” in 2005 [10] Walumbwa et al.
Authenticity philosophy aptitude type. back d h henti d . foff
Recognition (3) Attribute-empathy observer background, but the Authentic Leadership 2008 [11] Pfeffer 1981 [12]

¢ destination, conviction of theory Smircich and Morgan 1982
ype. genuine commitment,
is shared
Two pathways exist in forming
(1) Activation model sense of belonging: “activation Adds a dynamic

Generation/Activation
of Sense of Belonging

(surfacing of latent values).

(2) Generation model (de
novo creation conditioned
on trust).

type” and “generation type”;
both share “establishment of
trust in a leader who acts” as
the sole common
necessary condition

dimension of “temporal
latency” to Social
Identity Theory

[14] Tajfel and Turner 1979
[16] Pierce et al. 2003 [15]
Ashforth and Mael 1989
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Table 3. Cont.

Core Theme

Extra-Textual Concepts
(Integrated)

Theoretical Description

Connection to Prior
Research

Key Supporting
References

Disconnection of

Crisis Recognition

and Participation
Motivation

All three showed varying
degrees of crisis
recognition, yet none
connected directly to
participation motivation.

Crisis recognition is not a
necessary condition for the
initial impetus toward value
co-creation; participation
motivation arises from the
unique context of support and
trust in the leader

Suggests the existence of a
“crisis-recognition-free
leadership action trigger”
in S-D Logic research

[17] Vargo and Lusch 2004
[18] Vargo and Lusch 2008
[19] Prahalad and
Ramaswamy 2004 [20]
Gronroos 2011

Separation of
Participation and
Continuation
Motivation

Member 3: entered with
zero awareness of golf
etiquette — after 10 years
of continuation, course
attachment formed
retrospectively.

The motivation inducing
participation and the
motivation sustaining it are
distinct; through continuation,
values and attachment absent
at entry are formed
retrospectively

Connected as the
“broaden-and-build”
process in
Broaden-and-Build
Theory

[21] Fredrickson 2001

Diffusion Cascade and

Cultural
Entrenchment

Leader — early
participants — 5-6 new
participants —
reactivation of prior
participants.

The leader’s symbolic practice
propagates through the entire
community via a stepwise
diffusion cascade and becomes
entrenched in the culture as an
unspoken rule of “voluntary

Connected as the “implicit
rule formation phase” in
Broaden-and-Build
Theory

[21] Fredrickson 2001 [8]
Lengnick-Hall et al. 2011

participation without
compulsion”

Note: Integrated SCAT analysis (Ohtani [29]) of semi-structured member interviews (1 = 3). Subjects: All living
members satisfying active membership at appointment in 2013 and voluntary participation in divot repair during
2013-2015 (census-based survey). “Theoretical descriptions” follow SCAT Step (4) procedures. “Connection to
prior research” represents theoretical proposition formation for analytic generalization (Yin [22]). Full SCAT
matrices: see Appendix A.

Pathway 1: Sustained-Observation Type (Member 1)

A long-standing practitioner of divot repair, Member 1 formed authenticity judg-
ments gradually through accumulated observation. The decisive moment was the leader’s
continuation of the practice “after guests had finished their round,” when no audience
was present. The absence of observers served as strong evidence that the behavior was
not strategic.

Pathway 2: Management-Philosophy Aptitude Type (Member 2)

An entrepreneur with managerial experience, Member 2 interpreted the leader’s
actions through a management-philosophy lens: “A company will fail if you don’t lead by
example with clear principles.” Authenticity was recognized immediately as a resonance

7

with personal practice, “Since I enjoy divot repair myself, I could understand the feeling.”
Pathway 3: Attribute-Empathy Type (Member 3)

A second-generation business successor, Member 3 recognized authenticity through
identity-based empathy: “I felt that a grandchild of the founder would have a dif-
ferent attachment; I understood it well as a second-generation owner myself.” Au-
thenticity was confirmed through perceived alignment of personal background and
organizational commitment.

Employee perceptions corroborated these findings (Table 4). High mean scores were
recorded for B1 (“I observed the president conducting divot repair alone,” 3.80), B2 (“I felt
this was genuine and not performance,” 3.60), and B3 (“I felt a deep commitment to the golf
course,” 3.80). One notable exception was R4, a part-time employee with 30 years of tenure,
whose lower scores (mean 2.40) reflected dissatisfaction with an unrelated organizational
change—the discontinuation of a long-standing staff golf gathering. This distinction is
theoretically important: R4’s response does not contradict the authenticity mechanism
but clarifies its boundary conditions. Authentic practice can activate trust and voluntary
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engagement in relation to the core organizational mission, but it does not automatically
resolve pre-existing grievances unrelated to that mission.

Table 4. Employee questionnaire Likert scale results (n = 5).

Question R1 R2 R3 R4 R5 Mean SD
» A. Situational Awareness in 2013
Al, I was concerned about divots on the course 3 4 4 3 4 3.60 0.49
A2, I felt course quality decline was affecting management 4 4 2 4 4 3.60  0.80
A3, I felt stagnation/impasse at the workplace 3 3 3 2 3 280 040
A4, had a sense of trust/expectation toward the president 4 4 4 1 4 340 120
»B. Observation of Divot Repair and Authenticity Recognition
B1, I observed the president conducting divot repair alone 4 4 4 3 4 3.80 0.40
B2, I felt “this is genuine; it is not performance” 4 4 4 2 4 3.60  0.80
B3, I felt “strong commitment to the golf course” 4 4 4 3 4 3.80 040
B4, I felt “we must also do something” 4 3 4 2 4 340 0.80
B5, I found it more persuasive than verbal instructions 4 3 4 2 4 3.40 080
» C. Impacts and Transformations in the Workplace
C1, I felt the workplace atmosphere changed 3 4 4 3 4 3.60 049
izc,r Ie\gzeilwareness and pride regarding the course 4 4 4 3 4 380 040
C3, My pride in working at the club strengthened 4 3 4 3 4 3.60 0.49
C4, The relationship with guests (members) changed 4 3 3 2 3 3.00 063
eCjé;F;lee IIIferrelfider'tt’s approach influenced my work 4 3 3 5 3 300 063
C6, I currently feel pride and a sense of fulfilment 4 3 3 3 3 320 040
p» D. Initial Resistance
D1, I felt puzzled: “Why is the president doing this?” 2 4 2 2 4 280 098
D2, I felt anxiety about increased workload 3 4 1 1 4 260 136
D3, Initial resistance changed over time 3 3 2 1 3 240 080
Overall Mean 361 356 328 233* 372 330 —

Note: R1 = 13 years, course management; R2 = 13 years, course; R3 = 13 years, administration; R4 = 30 years,
part-time (* lowest score in all sections); R5 = 27 years, supervisor. 5-point scale (1 = strongly disagree-5 = strongly
agree). No statistical tests conducted (supplementary triangulation). Only Sections B and C of the employee
questionnaire are included in this table, as these items were used in the main analysis. Full questionnaire items
and raw responses are provided in Appendix B.

The retention of this counterevidence underscores the study’s commitment to trans-
parent reporting and highlights the context-specific nature of authenticity-based renewal.
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4.3. Transformation of Sense of Belonging: Activation and Generation Models

Integrated SCAT analysis revealed two distinct pathways through which members
developed a sense of belonging: an activation model and a generation model. These
pathways differed in their temporal and psychological origins but converged on a shared
condition—trust in a leader who acts. Notably, crisis recognition was not required for
either pathway.

Activation Model (Member 1)

Member 1, who had been practicing divot repair independently before the new man-
ager’s arrival, experienced the leader’s actions as the activation and visualization of a
latent sense of belonging. The decisive moment occurred when the leader continued divot
repair “after guests had finished their round,” in the absence of observers. This sustained,
unpublicized behavior transformed solitary practice into shared commitment.

Generation Model (Member 2)

Member 2 explicitly reported having no prior attachment to the club: “I had happened
to become a member when it was still International Farm and didn’t feel that attachment.”
For this member, belonging was newly generated through the perception of “a leader
who executes, not just talks.” Trust in action—not historical ties—served as the catalyst
for identification.

Identity-Resonance Pathway (Member 3)

Although analytically distinct from the two models above, Member 3’s narrative com-
plements them by highlighting identity-based empathy. As a second-generation business
successor, Member 3 recognized authenticity through shared experience: “I felt that a
grandchild of the founder would have a different attachment; I understood it well as a
second-generation owner myself.” This pathway illustrates how belonging can emerge
through resonance with the leader’s background.

Employee data corroborates these patterns. A course-management staff member with
13 years of tenure (R3) stated: “In the past I was embarrassed to say I worked here. Now
I can say it with pride,” consistent with the high score for C2 (“my awareness and pride
regarding the course increased,” mean 3.80). Importantly, all five employees who completed
the questionnaire remained continuously employed from 2013 to 2024. Among other
course-maintenance staff, departures during the same period were attributable exclusively
to mandatory retirement, not voluntary resignation.

This zero-voluntary-turnover pattern provides behavioral evidence that the transfor-
mation in belonging, and pride was not merely attitudinal but organizationally consequen-
tial. It suggests that enhanced workplace engagement both preceded and outlasted the
period of material scarcity, indicating that the mechanism was rooted in authentic practice
and trust formation rather than financial conditions.

4.4. Connection to Value Co-Creation: Participation Without Crisis Recognition

First, the disconnection between crisis recognition and participation motivation. Mem-
ber 3 stated: “I didn’t know. I thought it wouldn’t fail because a bank was behind it”,
confirming participation with zero recognition of the management crisis. Member 1 denied
any action-oriented response to the crisis: “I hadn’t thought about what I as an individual
member could do.” Participation motivation arose from contexts unique to each member:
showing support for the leader, solidarity, and role awakening.

Second, the separation of participation motivation and continuation motivation. Mem-
ber 3 stated: “I didn’t know about divot repair. But after 10 years of doing, it you start
to understand the condition of the course”, demonstrating that the initial motivation to
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join (showing support) differed from the motivation to continue (attachment to the course;
growing mastery). Regarding the diffusion cascade, the following narrative serves as
empirical description: “After the president started doing divot repair, I started, and then
5 or 6 people began joining, and the people who had been doing it became even more
active, that’s when it really took off.” The mature form of sense of belonging took different
expressions across the three members (see Table 5).

Table 5. Three expressions of mature sense of belonging.

Member Participation Pathway Represen.t ative Mature Form Sense of Belonging
Narrative Model
o p Quiet empathic conviction
Member 1 Early practitioner What @, (low emotional intensity Activation Model
(Sustained-observation type)  beautiful view .
but deep belonging)

Support-motivated
Member 2 (Management-philosophy “150%”
aptitude type)

Emotional intensity beyond
verbalisation (integration of
support motivation and
sense of belonging)

Generation Model

Member 3

Pure-support type
(Attribute-empathy type)

“I'think it will ~ Calm sustained conviction
just keep going  (mature form independent Generation Model
like this” of emotional intensity)

Note: Mature forms of sense of belonging extracted from SCAT analysis (Ohtani [29]) of semi-structured member
interviews (n = 3). Subject selection: all three conditions met—active membership in 2013, voluntary participation
in divot repair during 2013-2015, and availability for interview (census-based survey). “Representative narrative”
is a direct quotation from verbatim transcripts. Note the counterexample: Member 1, whose expression was most
restrained (“What a beautiful view”), was the longest-tenured early practitioner. All three share “establishment of
trust in a leader who acts” as the sole common necessary condition.

5. Discussion
5.1. Core Findings

Through the analysis in this study, the following core structure emerged as the mecha-
nism activating the endogenous renewal of regionally central growth-era firms in shrinking
regions (see Figure 2).

Under conditions of depleted financial resources in which conventional turnaround
methods were unavailable, the leader sustained a belief-based symbolic practice—daily
divot repair work. Members interpreted these actions as genuine within their own contexts
and took initial steps toward value co-creation through distinct pathways, expressing
support, solidarity, and role awakening. Notably, this early engagement did not depend on
crisis recognition. With “trust in a leader who acts” as the sole shared condition, members’
sense of belonging appeared either to be activated or to emerge anew, and participation
gradually diffused through the community, eventually forming a pattern of voluntary
involvement without compulsion.

The findings suggest a paradoxical pattern: resource constraints, rather than hindering
renewal, may have amplified the perceived visibility of authentic behavior. This interpreta-
tion challenges the conventional assumption that organizational renewal requires financial
investment. The study therefore proposes the context-specific idea of “resource scarcity
as a catalyst-like condition for authenticity,” in which extreme resource constraints are
interpreted by organizational members as heightening the salience of authentic leadership
and encouraging collective identity and voluntary value co-creation.
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Paradox:

scarcity — visibility

Resource constraint

(extreme scarcity)

Authentic physical practice

(divot repair / metsuchi)

Sustained-observation
Authenticity recognition

Mgmt-philosophy
(3 distinct pathways) ;
Attribute-empathy

Trust in aleader who acts

Activation model

Sense of belonging (latent — surface)

(activation OR generation) Generation model

(de novo)

Crisis recognition
NOT required

Voluntary value co-creation

Broaden-and-build

(implicit rule formation) process

Cultual entrenchment

Endogenous renewal
(visitor growth to 165%)

Figure 2. Conceptual model of the endogenous renewal mechanism in regionally central growth-era
firms (RCGEFs). Note: This figure summarizes the sequential endogenous-renewal mechanism identi-
fied in this study. Arrows indicate the direction of influence. Side annotations highlight the theoretical
linkages and conceptual novelties. The mechanism proceeds as follows: authentic practice — trust
formation — sense of belonging — voluntary value co-creation — cultural entrenchment.

5.2. The Endogenous Activation Mechanism

In this study, endogenous renewal refers to a self-reinforcing process of organizational
revitalization initiated internally, without reliance on external financial or institutional
resources. The analysis reveals a coherent mechanism linking authentic leadership behavior
to voluntary value co-creation under conditions of extreme resource constraint.

The mechanism unfolds as follows: The leader’s sustained physical practice—daily
divot repair work—functioned as an authenticity signal that members interpreted as
“a leader who acts.” This trust-based recognition activated a transformation in sense of
belonging through two pathways identified earlier: the activation of latent belonging and
the generation of new belonging. Crucially, this pathway did not require shared crisis
recognition. Instead, belonging emerged retrospectively through continued participation,
and over time diffused through the membership base, eventually stabilizing as a culture of
“voluntary participation without compulsion.”

A notable feature of this mechanism is that it required none of the conventional
turnaround tools typically associated with organizational recovery: no external resources,
no financial incentives, and no formal mobilization efforts. The participant narratives sug-
gest that extreme resource scarcity amplified the perceived visibility and interpretive weight
of the leader’s authentic practice. Because no alternative interventions were available, the
leader’s actions appear to have stood out as both credible and consequential, thereby
fostering members’ internal motivation. This context-specific pattern—resource scarcity
being interpreted as a catalyst-like condition rather than solely as a constraint—offers a
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theoretically informative perspective for firm-level adaptive resilience research in shrinking
regions and warrants further examination across comparative cases.

This finding also extends the logic of “structural adaptation amid contraction” ob-
served at regional and industrial levels [1] to the organizational level. Just as population
decline can induce productivity-enhancing adaptations at the regional scale, a structural
parallel emerges here: resource contraction at the firm level can promote endogenous
renewal by making authentic leadership practices more visible and more interpretable
as genuine. In this sense, the firm-level mechanism identified in this study represents
a micro-level instantiation of the broader adaptive dynamics documented in shrinking-
region research.

5.3. Contribution to Sustainability: From Preventing Closure to Building a Sustainable Foundation

The findings of this study have relevance for sustainability research, though it is impor-
tant to distinguish clearly between empirically demonstrated outcomes and theoretically
inferred implications.

At the organizational level, the evidence directly supports two outcomes. First, the
club sustained approximately 20 full- and part-time jobs in a rural area with limited alter-
native employment opportunities. Second, it maintained operations serving more than
54,000 annual visitors as of 2024. These outcomes are empirically documented. Whether
they constitute meaningful contributions to SDG 8 (Decent Work) or SDG 11 (Sustainable
Communities) depends on contextual counterfactuals, such as the likely consequences of
closure or the availability of substitute community spaces, that this study does not empiri-
cally evaluate. For this reason, we frame the sustainability relevance of these outcomes as a
theoretical proposition, not as a demonstrated causal contribution.

Beyond these organizational outcomes, the mechanism identified in this study
aligns themes in endogenous development theory within sustainability research. The
renewal process unfolded independently of external resources, subsidies, or population
recovery—conditions that are often unavailable in shrinking regions. This suggests a prac-
tical pathway for organizational continuity in contexts where exogenous support cannot
be assumed. Given Japan's position as a global front-runner in the transition to a mature,
shrinking society, such mechanisms may hold broader relevance for regions and countries
facing similar demographic trajectories.

A further sustainability implication arises from the cultural transformation docu-
mented in Section 5.1. In organizational theory, culture is understood as a higher-order
capability that shapes behavior beyond formal rules or incentives (Schein [30]). The en-
trenchment of a “culture of voluntary participation without compulsion,” grounded in the
universal norms of golf etiquette, represents a durable organizational asset. Because culture
persists even when external conditions fluctuate, this transformation can be interpreted as
the emergence of a sustainable foundation for long-term organizational resilience.

5.4. Theoretical Contributions

Adaptive resilience has traditionally been conceptualized as a dynamic process of
positive adaptation within changing socio-ecological contexts (Folke [31]). While prior
research has focused primarily on regional or ecological systems, this study extends the
concept to the firm level in shrinking regions, where organizations face prolonged resource
scarcity and demographic contraction.

We acknowledge that the empirical foundation of this study—a single organizational
case supported by three member interviews and five employee questionnaire responses—is
necessarily limited in scope. Accordingly, the theoretical contributions presented here are
offered as analytically generalized propositions in the sense of Yin [22]: context-specific,
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theoretically informed mechanisms that emerge from this case and warrant examination
in other resource-constrained organizational settings. Their value lies not in statistical
generalizability but in their potential to illuminate how endogenous renewal may unfold
under extreme resource scarcity. In particular, the study highlights a plausible pathway
through which renewal may be activated without financial resources, crisis recognition, or
formal incentives—a pathway that has received limited empirical attention in prior research.

With these scope conditions in view, the study advances three primary theoretical
contributions, which are summarized in Section 6.1.

1.  Resource scarcity as a catalyst for authenticity

The findings suggest a paradoxical pattern in which extreme resource constraints
appear to amplify the perceived visibility and interpretive impact of authentic leadership.
In the absence of financial or organizational slack, the leader’s sustained physical practice,
daily divot repair, became unusually salient to members and employees. This height-
ened visibility enabled trust formation and collective meaning-making, suggesting that
resource scarcity may function not only as a constraint but also as a perceived amplifier of
authenticity. This insight extends adaptive-resilience research in shrinking regions [1,4-7]
by showing that endogenous renewal can be activated through symbolic leadership prac-
tices even when conventional turnaround resources are unavailable. It also complements
authentic-leadership theory [9,10] and symbolic-leadership perspectives [11,12] by identi-
fying resource scarcity as a contextual condition that intensifies the interpretive weight of
leader behavior.

2. Activation and generation models of belonging

The analysis identifies two distinct pathways through which a sense of belonging
emerges within a legacy firm:

e  An activation model, in which latent attachment is surfaced and reinforced;
e A generation model, in which belonging is newly created among individuals who
previously lacked attachment.

Despite their differences, both pathways share a single necessary condition: trust
in a leader who acts rather than merely instructs. This distinction refines social-
identity theory [14] and psychological-ownership theory [16] by introducing a tempo-
ral dimension—latent versus emergent belonging—and by demonstrating how authentic
leadership serves as the initiating condition for both. Importantly, these models are not
relabeling of existing constructs. Ashforth and Mael’s [15] organizational identification
framework does not theorize the formation or reformation of identification in response
to specific leader behaviors. Pierce et al.’s [16] psychological-ownership theory does not
distinguish between surfacing latent attachment and generating new attachment among
previously unaffiliated individuals. The activation/generation distinction therefore adds a
processual and temporal nuance absent from both frameworks.

3. A crisis-recognition-free pathway to voluntary value co-creation

Contrary to dominant assumptions in resilience research, S-D logic [17,18], and the
turnaround management literature [32], the study shows that voluntary value co-creation
does not require crisis awareness, shared threat perception, or external incentives. Members
participated not because they recognized organizational crisis, but because they perceived
the leader’s authentic commitment and wished to support it. This mechanism challenges
crisis-driven models of collective action and proposes a crisis-recognition-free pathway in
which voluntary co-creation is triggered by relational trust and symbolic leadership rather
than by problem awareness. The process aligns with broaden-and-build theory [21], which
explains how positive relational cues can accumulate into sustained prosocial action. This
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pathway should be distinguished from turnaround management literature (Pearce and
Robbins [32]) and resilience research (Lengnick-Hall et al. [8]), both of which presuppose
crisis awareness as a prerequisite for mobilizing collective action. The finding that voluntary
co-creation emerged without crisis recognition identifies a boundary condition under which
the standard crisis-driven model does not apply—a condition that has received limited
theoretical attention in the existing literature.

Taken together, these contributions advance firm-level theories of adaptive resilience
by demonstrating how endogenous renewal can be activated under severe resource con-
straints in shrinking regional contexts. The findings show that adaptive resilience is not
solely a structural or environmental outcome but can emerge through micro-level symbolic
practices that reshape collective identity, belonging, and voluntary action.

5.5. Practical Implications

This study offers several practical implications for managers, practitioners, and policy-
makers working with legacy firms in shrinking regional contexts.

First, authentic leadership can substitute for financial resources under conditions of
extreme scarcity. The case demonstrates that visible, sustained, and non-delegable leader
actions, such as daily divot repair, can generate trust, strengthen collective identity, and
injtiate voluntary co-creation even when investment, staffing increases, or outsourcing are
impossible. For managers operating in resource-constrained environments, this suggests
that symbolic practices grounded in personal commitment can serve as a viable starting
point for organizational renewal. The mechanism identified here represents one plausible
pathway among others that may operate in similar contexts, rather than a comprehensive
causal account; structural and contextual factors inevitably operate alongside it.

Second, cultivating belonging does not require large-scale programs or formal in-
terventions. The activation and generation pathways identified in this study indicate
that belonging emerges through repeated exposure to authentic leader behavior rather
than through structured engagement initiatives. Managers may therefore focus on consis-
tent, observable actions that embody organizational values, even when formal programs
are infeasible.

Third, voluntary value co-creation can be mobilized without invoking crisis narratives.
Members and employees did not participate because they perceived crisis, but because
they wished to support a leader whose actions they trusted. Practitioners should consider
relational trust and symbolic leadership as alternative levers for mobilizing voluntary
contributions, particularly in contexts where crisis framing may be counterproductive
or unwelcome.

Finally, the findings offer guidance for policymakers supporting firms in shrinking
regions. Policies that focus exclusively on financial assistance or structural reform may
overlook the micro-level relational mechanisms that enable endogenous renewal. Support-
ing leadership development, community engagement, and trust-building practices may
be equally important for fostering adaptive resilience among regionally embedded firms,
especially in areas where external resources are limited.

5.6. Limitations (Summarized in Section 6.2)

This study has several limitations, each of which also suggests directions for
future research.

First, the study is based on a single case of a regionally central growth-era firm in
a shrinking region. While the case provides a theoretically rich setting for examining
endogenous adaptive resilience, the findings should be interpreted as analytic rather than
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statistical generalization [22]. Future research could extend the proposed mechanisms
through comparative case studies across multiple RCGEFs, industries, or regional contexts.

Second, the member-interview sample was structurally constrained. Only three living
members met all selection criteria, active membership in 2013, early participation in divot
repair, and availability for interview, making the interview component a census rather
than a theoretically saturated sample. Although triangulation with employee data and
management records enhances validity, future studies could incorporate broader member
samples or longitudinal interview designs.

Third, the dual role of the first author introduces potential self-reflection bias. This
study addressed this challenge through reflexively governed autoethnography, dialogic
validation with the second author, and multi-source triangulation. Nevertheless, future
research could complement insider perspectives with external ethnographic observation
or independent qualitative teams. The single dissenting case (R4) reflects tenure-related
resistance to organizational change more broadly (Barker and Mone [33]) rather than
resistance to the divot-repair mechanism itself and thus represents a boundary condition
rather than a disconfirmation.

Fourth, the study does not establish statistical causality. The identification of divot
repair as a triggering mechanism is based on retrospective convergence across interviews,
employee responses, and autoethnographic records. Mixed-methods designs, such as
longitudinal surveys or behavioral tracking, could examine causal pathways between
authentic leadership, belonging, and voluntary co-creation.

Fifth, alternative explanations for the observed performance divergence warrant
careful consideration. Three categories of potential confounders can be assessed against
the factual record:

e  Pricing strategy: No membership-fee or green-fee revisions occurred during the
2013-2015 formative period; demand effects cannot account for the observed changes.

e  Capital investment: Extreme resource constraints, annual cash flow of approximately
¥10 million, ¥1.1 billion in liabilities, and zero borrowing capacity, made capital
expenditure structurally impossible. Improvements in course conditions resulted from
voluntary labor, not investment.

e  External market conditions: Neighboring golf courses operating under identical re-
gional conditions exhibited flat visitor trajectories (29,694 — 29,733; 30,562 — 30,949),
making regional tourism recovery or competitor deterioration implausible explanations.

Taken together, these alternatives are inconsistent with the documented record for the
2013-2015 period, providing a reasonable basis for internal validity within the constraints of
single-case research. While unmeasured factors may have influenced the longer 2013-2024
trajectory, the study’s core theoretical claim concerns the endogenous activation mechanism
operating during the formative period.

Further observation reinforces this interpretation. The 2013-2015 period represented
the organization’s financial nadir, during which bankruptcy was a structurally plausible
outcome. Conventional turnaround theory predicts organizational failure under conditions
of approximately ¥10 million annual cash flow, ¥1.1 billion in liabilities, zero borrowing
capacity, and successive officer resignations. That the organization not only survived but
subsequently recovered to 165% of its 2013 visitor level suggests that the endogenous
mechanism identified here was not merely accelerating an inevitable recovery, it was a
necessary condition for survival at the starting line. The theoretical question is therefore
not only “why did the organization recover?” but also “why did it not go bankrupt?”,
and the answer traces directly to the relational dynamics activated internally during the
crisis period.
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Finally, the generalizability of the crisis-recognition-free mechanism requires fur-
ther examination. The emergence of voluntary co-creation without crisis recognition
may reflect boundary conditions specific to membership-based community organizations.
These include:

1. A community structure in which members possess intrinsic relational stakes;

2. A shared activity grounded in universal values that provides a culturally legible
platform for authentic practice;

3. Aleader identity that enables attribute-based resonance.

Future research should examine whether similar mechanisms operate in corpo-
rate, municipal, or non-profit settings, and under what conditions crisis recognition
becomes necessary.

6. Conclusions

This study examined how a regionally central growth-era firm (RCGEF) in a shrinking
region activated endogenous adaptive resilience under conditions of extreme resource
scarcity. Through a qualitative single-case design integrating semi-structured member
interviews, an employee questionnaire, and a reflexively governed autoethnography, the
analysis identified a mechanism in which sustained authentic leader behavior triggered
trust formation, activated or generated a sense of belonging, and initiated a diffusion
cascade of voluntary value co-creation.

The study advances theory by proposing three analytically generalized mechanisms:

(1) Resource scarcity as a catalyst for authenticity;
(2) Activation and generation models of belonging;
(8) A crisis-recognition-free pathway to voluntary co-creation.

Together, these mechanisms offer theoretically grounded propositions for under-
standing how endogenous adaptive resilience can emerge within resource-constrained
organizations operating in shrinking regions.

Practically, the findings suggest that, even under severe financial constraints, leaders
can activate collective identity and voluntary participation through visible, belief-based
symbolic practices. This challenges the conventional assumption that organizational re-
newal requires financial investment and highlights the potential of authenticity-driven
leadership in mature, contracting societies.

This study is not without limitations. As a qualitative single-case analysis, its purpose
is analytic rather than statistical generalization. Future research could strengthen interpre-
tive robustness by triangulating insider perspectives with external ethnographic observers
or independent qualitative teams, or by examining whether similar mechanisms operate in
other resource-constrained organizational contexts.

Despite these limitations, the study provides a theoretically grounded and empirically
rich account of how endogenous adaptive resilience can emerge within legacy firms facing
long-term structural decline. It demonstrates that organizational renewal is not solely
a function of external resources or structural reform, but can also be activated through
micro-level relational dynamics that reshape belonging, identity, and voluntary action.

6.1. Theoretical Contributions

This study advances theory across four intersecting domains:

First, it extends adaptive resilience research from the regional to the firm level by
illustrating how symbolic leadership practices can support endogenous renewal under
extreme resource scarcity.
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Second, it contributes to authentic leadership theory by suggesting that resource
scarcity may heighten the perceived visibility of authentic behavior, thereby strengthening
its trust-building effects.

Third, it refines social identity theory and psychological ownership theory by introduc-
ing the activation/generation distinction—a temporal dimension not explicitly addressed
in either framework—or by showing how authentic leadership can initiate both processes.

Fourth, it offers a context-specific challenge to a core assumption in service-dominant
logic by documenting a crisis-recognition-free pathway to voluntary value co-creation,
highlighting a boundary condition under which crisis-driven models may not apply.

6.2. Limitations and Future Directions

Four limitations frame the scope of these contributions:

First, as a qualitative single-case analysis, the study supports analytic rather than
statistical generalization; the proposed mechanisms should be examined across additional
cases, industries, and regional contexts.

Second, the member-interview component represents a structural census (n = 3) rather
than a theoretically saturated sample, reflecting the complete population that met all
selection criteria.

Third, the dual role of the first author introduces potential self-reflection bias. This was
governed through reflexive documentation, dialogic validation by the second author (who
held no organizational role in the case organization), and multi-source triangulation. Future
research could complement insider perspectives with external ethnographic observation or
independent qualitative teams.

Fourth, the crisis-recognition-free pathway may reflect boundary conditions specific to
membership-based community organizations, such as shared relational stakes, a culturally
legible platform for authentic practice, and leader identity that enables attribute-based
resonance. Its applicability to corporate, municipal, or non-profit settings remains an
open question.
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Appendix A

Appendix A.1. Full SCAT Matrices for Member Interviews

This appendix presents the complete SCAT (Steps for Coding and Theorization) ma-
trices used in the qualitative analysis of member interviews. The matrices are provided
in full to ensure transparency, auditability, and methodological rigor in accordance with
Ohtani’s [29] SCAT framework.

All SCAT matrices were coded by the first author and independently reviewed by
the second author (doctoral supervisor, Professor N. Nishimura, Mie University) through
dialogic validation. Any discrepancies were resolved through structured discussion.

The Four Steps of SCAT

1.  Salient words and phrases: Key expressions used by the participant that carry mean-
ing, emotion, or evaluative judgment.

2. Paraphrasing within the text: Contextual reinterpretation of the expressions in Step 1.

3.  Extra-textual concepts: Further abstraction of Step 2, linking the data to existing
theories and conceptual frameworks.

4. Themes and constituent concepts: A theoretically grounded proposition derived from
Step 3, articulated in a single sentence.

Additional analytic notes: Questions, interpretive issues, and implications that
emerged during the coding process are documented as supplementary analytic reflec-
tions following each matrix.

Appendix A.1.1. Member 1 SCAT Matrix

Table Al. Member 1 SCAT matrix (early participant/value-solidarity type).

Step 1: Salient

Step 3: Extra-Textual Step 4: Theme

Step 2: Paraphrase Analytic Notes

Words/Phrases Concepts (Constituent Concept)
Sense of loss Why did the feeling
“It’s such a waste of a roearding the Existence of latent Problem recognition was already  of ‘waste’ remain an
Q2 course that could be cou;gse’s ingtrinsic sense of belonging linked to a latent sense of emotion rather than
so much better” value and value awareness belonging becoming an action
motive?
Ar01'md the time the The president’s actions did not Where did the
president started, I L Value-resonance- . L "
Voluntary joining by . induce new participation but gave motivation for early
Q3 would load sand . based linkage by an : o
an early practitioner o a fellow companion to an already participation
onto the cart together early participant i o L
. . 1 existing practitioner originate?
with him and work
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Table Al. Cont.

Step 1: Salient

Step 3: Extra-Textual

Step 4: Theme

AL Words/Phrases SRR ptes Concepts (Constituent Concept) ANl
“I will admit I o - Authenticity perception is formed What was the turning
. Initial skepticism Process of gradual . point from
Q4 wondered whether it - . gradually through sustained .
" toward authenticity trust formation . skepticism to
would last observation -
conviction?
“It was carried out Continuation in a Conditions for C.opt.ur.luou.s behawor m
- . low-visibility situations becomes
Q4 after guests had time slot when no non-manipulable . - —
.. . . L. the basis for authenticity
finished playing one was watching authenticity .
perception
“I thought I had been . The leader’s actions functioned
. . - Self-perception as a . . : .
doing divot repair - Isolated maintenance not as induction of new How many solitary
Q6 solitary early S o - -
work even before the 2. of latent values participation but as activation of ~ practitioners existed?
- P practitioner
president latent values
I' hope more people Longing for the Sense of belonging as A sense of bf'elf)ngmg is remfgrced
Q6 like that will come emergence of ] >0, and made visible when a solitary —
. . a desire for solidarity . . ..
forward companions practitioner gains solidarity
“I did not go as far as - Disconnection Crisis awareness is nota
. Crisis awareness . necessary condition for
thinking about what between crisis . s
Q8 does not connect to transformation; participation —
I, as a member, X R awareness and . R :
Y action motive c .. . motives arise through different
could do participation motive
pathways
I thll"lk of it as Internalization of o Divot repair practice functions How was this
something natural Intrinsic norms; not as submission to external . i
Q10 values beyond . . . . internalization
rather than a matter internalized ethics norms but as an expression of
” external norms . . formed?
of manners internalized values
“There was nothing I . For ear%y participants, the sense of
A supportive Secondary nature of wanting to support the leader
could do, but T held a . ) .
Q11 . . mindset not support as a functions as a motive for —
feeling of wanting to . L . : . .
- connected to action participation motive continuation rather than a trigger
support him o S
for initial participation
“Seeing people doing Symbolic indicator of
divot repair work on Empathetic y cultural The chain of voluntary
their own initiative, appreciation of the participation without coercion
Q14 . entrenchment; .. —
not because they are  visibility of voluntary formation of implicit serves as an indicator that a
forced to, looks like a action rules P culture has become established
fine sight”
The sense of belonging deepens
“I position the club as . Deepening of a sense through the integration of
Incorporating the . . .
Q15 my second home and . of belonging to a physical spatial attachment and —
R P club as a life space L i R
as a lifelong sport place affiliation with a social
community
Role-division Sustained involvement arises
“Please keep working awareness placing Sense of belonging from a sense of belonging
Q16 hard to build an even the agent of with an appropriate accompanied by an appropriate —

better club”

improvement on the
management side

sense of distance

awareness of role division, rather
than from excessive identification

Storyline

Member 1 was an early practitioner who, even before the president’s appointment, had
already developed a strong awareness of the club’s quality problems and held latent values
expressed through voluntary divot repair. When the president-initiated divot repair work,
Member 1 perceived it as “a lone practitioner gaining companions.” Through sustained
observation, a conviction of the leader’s authenticity formed gradually. The member’s
sense of belonging—already latent prior to the president’s arrival—was activated, made
visible, and reinforced through the leader’s continued actions.
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Theoretical Statement

For early participants who already hold latent values, a leader’s symbolic practice
functions as a solidarity-based visualization of previously solitary action, thereby activating

internalized values and reinforcing their sense of belonging.

Appendix A.1.2. Member 2 SCAT Matrix

Table A2. Member 2 SCAT matrix (support for a junior/personal-bond type).

Step 1: Salient
Words/Phrases

Step 2: Paraphrase

Step 3: Extra-Textual
Concepts

Step 4: Theme
(Constituent Concept)

Analytic Notes

“It was in terrible
shape—they called it
Q2 ‘the international
pasture,” and I thought
the same”

Intensity of problem
recognition and
self-attribution

Accumulation of
demands for change;
formation of
preconditions for
transformation

Serious problem recognition
and an accumulation of
demands for change form the
foundation for immediate
resonance with a new leader

Is there a correlation
between the intensity of
problem recognition and

the intensity of the
support motive?

“I even came to blows
Q2 with the manager at
the time”

Experience of direct
resistance to the
old regime

Agency as a
change-demanding
actor

Members who have
experienced resistance to the
old regime respond to a new

leader with immediate and
intense resonance

“Unless you lead by
Q3 example with a clear
policy, the company

will go under”

Immediate
interpretation
through a
managerial-
philosophy
framework

Authenticity
perception through
managerial-
philosophy literacy

An observer equipped with
managerial-philosophy literacy
perceives authenticity
immediately, without waiting
for continuity of behavior

Does managerial
experience and literacy
affect the speed of
authenticity perception?

“Because I myself like
Q4 doing divot repair, I
could understand
his feelings”

Filtering through
one’s own practical
experience

Resonant conviction
of authenticity
through shared

practical experience

An observer who has their own
practical experience can
perceive another person’s
authenticity more reliably

“When Nagano
International was still
Q6 the “international
pasture,’ I joined by
chance, so I had no
such feelings”

Absence of a sense of
belonging prior to
the president’s
appointment

Model of belonging
generation;
conditioned
generation

A sense of belonging can be
generated from nothing, on the
condition that trust is
established in a leader who
delivers on commitments

What time and conditions
are required for the
generation of a sense of
belonging?

“It was only because I
had trust and
confidence in a leader
who not only talks but
also acts”

Q6

Explicit articulation
of action-based
leadership as a

necessary condition

for belonging
generation

Trust in action-based
leadership generates
a sense of belonging

“Trust in a leader who acts’ was
self-verbalized as the sole
necessary condition for
belonging generation

“President Furuki, my
university junior, had
Q8 come back, so I became
motivated. A feeling of
wanting to repay
the debt.”

Fusion of personal
bond and support
motive

Amplification of the
support motive
through a personal
bond

A personal bond (junior; sense
of obligation to repay) amplifies
the support motive for the
leader as an independent
motivational axis

Would an equivalent
support motive arise in
the absence of a
personal bond?

Q11 “150%"

Intensity of
conviction beyond
verbalization

Emotional
integration of the
support motive past
a critical threshold

When a personal bond and the
support motive fuse, the
participation motive reaches an
intensity that exceeds
verbalization

How does this intensity
affect the motive for
continuation?

“Empty talk is found
out. People who have
their own criteria for
judgment actually do it
themselves”

Q13

Verbalization of the
converse proposition
of authenticity

Spontaneous
verbalization of the
judgment-succession
concept

The proposition ‘a leader with
criteria for judgment actually
acts” has been internalized as
the member’s evaluative axis

How was this value
orientation formed?
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Table A2. Cont.

Step 1: Salient

Step 2: Paraphrase

Step 3: Extra-Textual

Step 4: Theme

Analytic Notes

Words/Phrases Concepts (Constituent Concept)
“With the changes of
the times, individuality Coexistence of Question of the The entrenchment of a divot
Q14 has grown stronger and cultural sustainability of repair culture is progressing .
community entrenchment and cultural against the social headwind of
consciousness has individualization transformation individualization
declined”
Same intensity of Integration and The sense of support as a
Q15 “150%" (same value participation motive identification of participation motive integrates .
as Q11) and current sense of support motive and  and becomes identified with the
belonging sense of belonging sense of belonging itself
“What will you do . .
about a successor? Well, A direct question Skeptlm;m t(?vyard Transformation brpught a.b out Where should the
, - . the sustainability of through symbolic practice . .
Q16  let’s both keep working about judgment : succession question be
; leader-dependent entails dependence on the . ;
harder than we succession . R positioned in the paper?
\ transformation individual leader
do now
Storyline
Member 2, who had a personal bond with the president and prior experience resisting
the old regime, immediately recognized the president’s divot repair practice as leadership
by example, grounded in a managerial-philosophy literacy developed through experience.
Before the president’s appointment, this member’s sense of belonging was almost nonexis-
tent; it was newly generated on the condition of “trust in a leader who not only talks but
also acts.” This trust amplified the member’s motivation to support the leader to a level
described as “150%,” an intensity that exceeded verbal articulation.
Theoretical Statement
For members with a personal bond to the leader, trust in action-based leadership
generates a support motive that becomes intertwined with the emerging sense of belonging.
Through continued interaction, this support motive intensifies to a level that defies verbal
articulation and ultimately becomes integrated into the belonging itself.
Appendix A.1.3. Member 3 SCAT Matrix
Table A3. Member 3 SCAT matrix (second-generation empathy/immediate-participation type).
o @ i Step 3: Extra-Textual Step 4: Theme q
No. Step 1: Salient Words/Phrases Step 2: Paraphrase Crmagri Enre i Gy Analytic Notes
“I remember being angry Specific memory of High quality Members with high quality
o . standards and oo
Q2 because the green edges were strong dissatisfaction seriousness of standards have specific and —
not level” with course quality - serious problem recognition
problem recognition
“The first thing the president Focus on the fact of Recognition of the The' fact of ‘who dld. it first
. > . - . . defines the authenticity of
Q3 did was come in early in the leading-by-example  symbolic meaning of - . 7 —
. " . . . . symbolic practice within
morning and spread sand action pioneering action o
an organization
Reinforcement of A negative evaluation of Is the contrast with
“The previous president was a Evaluation through authenticity the old regime renders the
. . . ; the old leader
Q4 salaryman with no contrast with the perception through perception of the new
. . V . . . common to all
emotional investment old leader contrastive leader’s authenticity
. . members?
evaluation more vivid
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Table A3. Cont.

No. Step 1: Salient Words/Phrases

Step 2: Paraphrase

Step 3: Extra-Textual

Step 4: Theme

Analytic Notes

Concepts (Constituent Concept)
“Being the founder’s grandson, Immediate Resonance with one’s own .
. . . - - . . Is attribute-based
I felt his emotional investment conviction of Authenticity identity becomes an empathy more
Q4  was different. I understand this ~ authenticity through perception through immediate and reliable owerpful t{mn other
well because I too am a attribute-based identity resonance pathway to authenticity power
. P . cognitive pathways?
second-generation owner. empathy perception

“Because he is a young

president doing his best in that

Self-verbalization of
a support motive

Direct generation of a

The context of authenticity
perception is immediately

Q5 context, the feeling of wanting grounded in support motive from converted into a —
to support him was contextual contextual empathy .
h P d di support motive
the strongest understanding
divscff Qg;}fﬁf;lldi: iotl}r:é:r o Awakening of role Fused generation of Self-recognition as ‘having ~ What is the temporal
Q6 somSthiél I car{; d(; asa awareness and the member role a role as a member’ is relationship between
member? Aﬁ 4T kept at it for generation of a sense  awareness and sense  awakened by observing the  role awareness and
ab.ou tten yei‘s” of belonging of belonging leader’s actions sense of belonging?
“I watch the manager. A Framework of leader Formation of a sense A m.ember w1th a
. . . managerial evaluative axis
Q7 company depends on its evaluation from a of belonging through assesses the leader’s .
president. Things have managerial a managerial capacity for action as an
improved just as I expected.” perspective evaluative axis pactty
investment target
Recognition that the Identification of the Through .contmgatlon of o
" leader has become , symbolic practice, the Is this linked to the
Everyone comes to meet o, leader’s personal B . . . .
Q7 . ” the organization’s . leader’s existence is judgment-succession
the president . value with .
membership- s recognized as the problem?
. organizational value o,
attraction value organization’s value
Purity of . .
“I didn’t know. I thought it participation motive Even without crisis
, Complete absence of . awareness, the support
Q8 wouldn’t collapse because a e in the complete . . ot —
.. crisis awareness .. motive alone is sufficient to
bank was backing it. absence of crisis o .
initiate value co-creation
awareness
“I'’had no knowledge of divot Belated formation of S.epare?tlon of . . .
. ) participation motive The motive that triggers . .
repair work. But after ten years attachment; . - L Can this separation
L - and continuation participation and the - .
Q10 of doing it, I came to separation of . - L be confirmed in
. R motive; belated motive that sustains it are
understand the condition of participation and . L other cases?
p . : . generation of values distinct
the course continuation motives .
through practice
“The president did divot repair,
I started, then 5-6 people joined, e The leader’s symbolic
. . Visualization of the . . -
Q14 and people who had been Specific testimony of cascade diffusion practice generates Where did the critical
doing it before became more cascade diffusion rocess community transformation mass emerge?
active—that’s where it P through a staged cascade
all began”
The mature form of a sense
“I don’t feel anything Stable conviction of ~ Sense of belonging as  of belonging may manifest
Q15 articularly special about it. I continuation without  a quiet, matter-of-fact as stable conviction rather —
p y sp q

think it will just go on as it is.”

emotional excitement

conviction

than high emotional
intensity

Storyline

Member 3 became immediately convinced of the president’s authenticity through

identity-based resonance and joined the divot repair practice despite having no prior

knowledge of golf etiquette. Crisis awareness played no role; participation was driven

solely by a support motive. However, through ten years of continued involvement, a sense

of attachment to the course emerged belatedly. This provides an important finding: a

clear separation between the initial motive for participation and the subsequent motive

for continuation.
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Theoretical Statement

An observer who experiences identity-level resonance with the leader becomes im-
mediately convinced of the leader’s authenticity and engages in value co-creation driven
initially by a pure support motive, without crisis awareness or prior knowledge. Through
continued participation, intrinsic values that were absent at entry are gradually formed,
demonstrating a temporal separation between participation and continuation motives.

Table A4. Integrated SCAT—theoretical statements by core theme.

Core Theme

Integrated Extra-Textual

Derived Theoretical Statement
Concepts

Corresponding Section

Multiple pathways to
authenticity perception

Authenticity perception follows

Sustained observation;
managerial-philosophy
literacy; identity-based

different pathways depending on
the observer’s background, yet all
pathways converge on the shared

Section 4.2: Authentic
Leadership [9-12]

resonance conviction that “this person

is genuine.”

Generation and
activation of a sense of
belonging

Two pathways—activation and

generation—exist, and the sole

necessary condition common to
both is trust in a leader who acts.

Activation of latent values;
new generation
conditioned on trust

Section 4.3: Org.
Identification [14-16]

Disconnection between
crisis awareness and
participation motive

Crisis awareness is not a
necessary condition for initiating
voluntary value co-creation.

Absence of crisis
awareness among all three
members

Section 4.4: Value
Co-creation [17-20]

Separation of
participation motive
and continuation
motive

The motive that triggers
participation and the motive that
sustains participation are
independent and temporally
separated.

Initial participation
without prior knowledge;
belated attachment
formation

Section 4.4:
Broaden-and-Build [21]

Cascade diffusion and
cultural entrenchment

participants — newcomers

Leader — early The leader’s symbolic practice
becomes entrenched as a culture
of voluntary participation

through staged cascade diffusion.

Section 4.4: Positive OB
— reactivation of prior [8,13,21]

participants

Appendix A.2. Three-Party Integration Analysis

Analytical axis: ‘Did the president’s actions serve as motivation?’—The leader’s
symbolic practice and the initial dynamics of value co-creation.

Core Research Proposition

The leader’s symbolic practice (divot repair work) functioned, within each member’s
unique personal context, as a form of motivation derived from the president’s actions,
thereby triggering the initial dynamics of value co-creation. While the three members’
pathways to participation and motivational content differ substantially, they share a com-
mon structure: the fact that ‘the president acted first’ served as the starting point for
each member’s participation. This shared structure constitutes the initial mechanism of
organizational transformation through the change in interpersonal relationships under
resource constraints.
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Table A5. Comparison 1: Problem recognition at the time (preconditions for transformation).

Member

Representative Statement
(Verbatim)

Analytical Interpretation

Model Implication

Member 1

“It was full of holes and I found it
really disappointing. Such a
waste of a course that had so

much potential.”

Strong sense of loss;
internalized quality standards;
latent attachment
presupposed

Activation model (latent
belonging already present)

Member 2

“It was in a terrible state—they

called it the “international pasture’

and I thought the same. I even
came to blows with the manager.”

Intense problem recognition +
direct action against the old
regime; accumulated
frustration

Generation model
(belonging near-zero prior
to new leadership)

Member 3

“The turf was bone dry. I
remember being angry that the
green edges were not level.”

Precise, emotionally specific
memory; high quality
standards; long-term

investment in the course

Generation model
(support-motive driven)

Common interpretive point

All three members held a strong, specific, emotionally charged sense that ‘the course
had fallen into serious disrepair.” This shared problem recognition formed the cultural
groundwork for accepting the president’s actions as ‘a necessary and legitimate intervention’

and for being sensitized to the authenticity of that intervention.

Table A6. Comparison 2: Authenticity perception (core of research question).

Member

Perception Pathway

Key Statement

Basis for Authenticity
Conviction

Member 1

Gradual, observation-based
(sustained observation type)

“T wondered whether it would
last” — conviction formed after
observing continued practice in

low-visibility conditions

Temporal persistence in
absence of audience;
deviation from role

expectations

Member 2

Immediate, philosophy-based
(management-philosophy type)

“Unless you lead by example
with a clear policy, the company
will go under” + filter of personal
practice experience

Alignment with
management philosophy;
resonance through shared

practice experience

Member 3

Immediate, identity-based
(attributive empathy type)

“Because this president is the
founder’s grandchild, I felt his
commitment was different. I
understand this well because I am
also a second-generation owner.”

Identity resonance with
family business succession
and generational
stewardship

Common interpretive point

All three members arrived at the same conviction ‘this person is genuine; this is not
a performance’ through entirely different pathways and at different speeds. The shared
endpoint, not the shared pathway, constitutes the theoretical finding.

Common interpretive point

Across all three cases, ‘trust in a leader who acts’ functioned as the shared necessary
condition for both the generation and activation of a sense of belonging. Crisis awareness
did not directly connect to participation motivation in any of the three cases.
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Table A7. Comparison 3: Sense of belonging—formation and change.

Member/Stage

Description of Belonging State Mode of Expression

Member 1/
Prior to appointment

Latently present: Had been practicing divot
repair independently before the president’s
appointment

Self-described as ‘a solitary
practitioner’

Activation model: ‘solitary practitioner” —

Member 1/ i " ) lidaritv’- bel ) Expressed as incremental pride and
After appointment practitioner in solidarity; belonging made gratitude for improving course
visible and reinforced through shared practice
Member 2/ Virtually zero—I had joined by chance, so I Explicit self-report of absence of

Prior to appointment

had no such feelings’ belonging

Generation model: Newly generated on the

Member 2/ ) L. ‘ nal h 1 Expressed as ‘150%’—intensity
After appointment sole condition of ‘trust in a leader who not only beyond ordinary verbalization
PP talks but also acts’
Member 3/ Moderate: Had invested ¥10 million; Not described as belonging;

Prior to appointment

dissatisfied with management; accumulating

. described as grievance
frustration

Member 3/
After appointment

Generation model: Role awakening (‘is there
something I can do as a member?’) — decade
of practice — quiet conviction of continuation

Expressed as ‘I don’t feel anything
particularly special—I think it will
just go on as it is’

Propositions Derived from the Three-Party Integration
P1: Multiple pathways exist for the authenticity perception of symbolic practice

The same symbolic practice was perceived as authentic through different pathways
depending on each observer’s background, experience, and values. This diversity expands
the potential for broader member engagement.

P2: Action-based leadership functions as the shared trigger for initial participation

Although the motivational content differed across members, all three identified “the
president/CEO acted first” as the starting point of their participation. This shared structure
constitutes the core of the initial mechanism.

P3: Crisis recognition is not a necessary condition for transformation

In no case did crisis recognition directly connect to participation motivation. “Trust in
a leader who acts” emerged as the sole necessary condition.

P4: A sense of belonging is generated or activated only when trust in an action-based
leader is established

Member 1 demonstrates an activation model, whereas Members 2 and 3 demon-
strate a generation model. In both cases, trust in a leader who acts served as the shared
enabling condition.

P5: Entry-point motivation and continuation motivation can be distinct

Member 3 joined with no prior etiquette awareness. Over ten years, attachment to the
course formed as a secondary outcome. The motivation that triggers participation and the
motivation that sustains it are temporally distinct.

P6: The depth of belonging is not proportional to the intensity of emotional expression

Member 1 expressed incremental pride; Member 2 expressed “150%”; Member 3
expressed quiet conviction. Sustained belonging does not necessarily manifest through
linguistic or emotional intensity.
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Appendix B. Employee Questionnaire: Items, Individual Responses, and
Aggregate Data

This appendix presents the full set of questionnaire items, individual responses
(R1-R5), section means, overall means, and standard deviations. The instrument em-
ployed a 5-point Likert scale (1 = strongly disagree, 5 = strongly agree), and data were
collected in March 2026 (n = 5). All respondents were full-time or long-tenured part-time
employees of NICC. The complete dataset is provided to ensure transparency, auditability,
and methodological rigor.

Table A8. Respondent profiles.

instruction

Respondent Tenure (Years) Department/Role Employment Type

R1 13 Course management Full-time

R2 13 Course Full-time

R3 13 Administration Full-time

R4 30 Not assigned to a specific department Part-time

R5 27 Supervision Full-time
Table A9. Full item scores by respondent and section mean. Section (A) Situational awareness at
the time of appointment (2013). Section (B) Observation of divot repair practice and authenticity
recognition. Section (C) Organizational impact and transformation. Section (D) initial resistance.

(A)

Item Item Text (Abbreviated) R1 R2 R3 R4 R5 Mean SD
Al Divot marks on the course were a concern 3 4 4 3 4 3.60 0.49
A2 Course quality decline was affecting 4 4 5 4 4 360 0.80

management
A3 A sense of stagnation/closure pervaded the 3 3 3 5 3 280 040
workplace
Ad I had trust and expectations toward the new 4 4 4 1 4 340 1.0
manager
(B)

Item Item Text (Abbreviated) R1 R2 R3 R4 R5 Mean SD

Bl I observed the manager conducting divot 4 4 4 3 4 380 040
repair alone

B2 I felt this was genuine, not performance 4 4 2 4 3.60  0.80

B3 I felt a deep commitment to the golf course 4 4 3 4 3.80 040

B4 I felt motivated to do something myself 4 3 2 4 340 080

B5 This was more persuasive than verbal 4 3 5 4 340  0.80
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Table A9. Cont.
(©
Item Item Text (Abbreviated) R1 R2 R3 R4 R5 Mean SD
C1 The workplace atmosphere changed 3 4 4 3 4 3.60 049
2 Awareness of gnd pride in the course 4 4 4 3 4 380 040
increased
C3 Pride in working at the club strengthened 4 3 4 3 4 3.60 049
Ca My relationship with members (customers) 4 3 3 5 3 300 063
changed
C5 The manager’s attitude influenced my work 4 3 3 5 3 300 0.63
approach
Ceé I currently feel pride and a sense of purpose 4 3 3 3 3 320 040
(D)
Item Item Text (Abbreviated) R1 R2 R3 R4 R5 Mean SD
D1 I'was puzzled as to why .the manager was 5 4 5 5 4 280 098
doing this
D2 I was anxious about an increased workload 3 4 1 1 4 2.60 1.36
D3 Initial resistance changed over time 3 3 2 1 3 240  0.80

Section A mean = 3.35; Section B mean = 3.60; Section C mean = 3.37; Section D mean = 2.60; Overall mean = 3.30.
Note: R4 (a long-tenured part-time employee, 30 years) showed consistently lower scores relative to other
respondents (overall mean = 2.33), particularly on B2 = 2 (authenticity recognition) and A4 = 1 (initial trust). As
discussed in the main text, this pattern is interpreted as a boundary condition rather than a disconfirmation of
the central findings, attributable to tenure-related role expectations (see Section 4.2). Methodological note: This
questionnaire is positioned as a supplementary triangulation instrument. Given n = 5, no statistical inference,
instrument validation, or psychometric testing was conducted. Its function is limited to examining directional
consistency with findings from member interviews and autoethnography.

Appendix C. Autoethnographic Inquiry Sheets: Summary

This summary is based on the autoethnographic inquiry sheets (Divot Repair Practice
and V-Shaped Recovery from the Brink), compiled by the first author in February 2026.
The sheets integrate five source materials: the autoethnographic inquiry sheet (divot
repair version), the academic manuscript, IMS Newsletter (differentiation strategy), IMS
Newsletter (reasons for the president’s own repair work), and two journalistic articles
(Kigyou Shindan News, August 2025; Business Support Nagano, November 2025). External
journalistic accounts are treated as third-party observational data to complement insider
autoethnographic description.

Step 1. Contextual situation at appointment (2013)

At the time of appointment, annual visitors stood at 32,982; annual cash flow at
approximately ¥10 million; total debt at ¥1.1 billion; key officers were resigning; and no
new borrowing capacity existed. The course was in poor condition due to neglected divot
repair, wildlife damage, and the absence of caddies under the self-play system. The first
author’s internal question was: “Is it acceptable to leave the course in this state? What
means exist to restore quality without personnel or funds?”

Step 2. Action—Divot repair and parallel initial practices

Beginning in 2013, the first author undertook voluntary divot repair outside business
hours (early morning and evening), approximately every two days, without budget al-
location or managerial directive. The motivating premise was: “The course was in poor
condition and there were no hands available, so I did it myself. It is also rooted in the
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essential spirit of golf.” Parallel practices included greeting customers at the entrance
each morning (continued to the present), learning members’ names and preferences, and
listening directly to complaints.

Step 3. Reactions—From “customer” to “co-creator”

v, i

Initial staff reactions were negative (“sand costs money”; “that is not a manager’s
job”). However, members began to respond voluntarily. One member who arrived early
completed divot repair on a fairway before opening. Requests for personal divot bags
emerged, and sand buckets were subsequently installed on all holes. A key insight emerged:
the manager never instructed members to participate; participation emerged voluntarily.
This directional reversal (instruction — voluntary action) constitutes the essence of value
co-creation identified in the study.

Step 4. Generation, updating, and succession of judgment premises

A judgment premise formed: “Responsibility means doing one’s best within given
constraints.” This premise was not predesigned as a strategy; it stabilized post hoc through
repeated practice. As visitor numbers increased, workload per divot repair also increased,
requiring organizational redesign. Course management was internalized (previously
outsourced), and a family member with over a decade of course management experience
was appointed as responsible manager. The concept of judgmental succession, the dynamic
process by which judgment premises grounded in essential values are taken over by
different actors while remaining continuously operative, is introduced here as a direction
for future theoretical development.

Step 5. Differentiation strategy—"The third axis”

Positioned between premium and mass-market offerings, the club adopted a “cus-
tomization route,” focusing on approximately 1700 members and maximizing individual
satisfaction. Key practices included: no touch-panel ordering (staff personally attend to
member preferences), sourcing all competition prizes from local businesses, and flexible
scheduling (night golf, early-morning golf, open competitions). The underlying princi-
ple was: “We have no manuals because manualizing makes it impossible to respond to
customer needs.”

Step 6. Points of friction with existing theory

Symbolic leadership theory treats symbolic action as intentional communication de-
sign. This case reveals a paradox: the divot repair practice was not designed for symbolic
effect; it functioned symbolically because it was authentic. Core proposition: non-designed
authenticity is a necessary condition for symbolic leadership to function. Value co-creation
theory focuses on customer motivation, but this case shows that leader behavior can serve
as the trigger for co-creation initiation, an underexplored pathway in existing SDL/co-
creation literature.

Step 7. Thick description—An early-morning divot repair session

In the pale morning light, carrying a bucket of sand across a frost-covered fairway.
Divot marks, traces left by the previous day’s players, scattered like the course’s wounds.
No one ordered this. It was not in any job description. There was simply a hole, sand, and
a pair of hands. Later, a familiar member’s voice from behind: “Hey, I finished up the
fairway for you this morning.” He asked for nothing. He was simply there. The culture of
“maintaining our own place” had begun.
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Step 8. Self-reflection—Positionality and reflexivity

The first author holds simultaneous roles as CEO, primary leader under study,
auto ethnographer, interviewer, coder, and analyst. Countermeasures for interpretive
bias included:

- Analyzing not only phases of successful premise generation but also phases
of stagnation;

- Integrating four journalistic articles as complementary third-party perspectives;

- Explicitly distinguishing descriptive and analytical passages;

- Incorporating external perspective through dialogue with the second author and
co-author review.

Step 9. Linkage to outcomes and unresolved questions

Outcome timeline: 2013 (32,982 visitors) — 2024 (54,443 visitors; +65% from appoint-
ment; +62% revenue increase). Hypothesized causal chain: symbolic practice — cultural
transformation — enhanced strategy execution capability — business outcomes. Unre-
solved questions include:

- Conditions under which judgmental succession may fail;

- Theoretical conditions for applying broaden-and-build theory at organizational/
community level;

- Sustainability of “manual-less management” dependent on individual judgment capability.

Step 10. Integrated reflection—Five sources in dialogue

Integrating external journalistic accounts with internal autoethnographic description
and theoretical framing produced a more three-dimensional structure. External accounts
describe the first author as an “action-oriented, decisive CEO” and “entrepreneur who be-
lieves in regional value.” The internal experience was simpler: “The course was dirty. There
was sand, and there were my hands—so I did it.” The gap between strategic retrospective
narrative and the impulse that drove action may be the locus of judgment premises as a
theoretical construct.

Note: This summary integrates five source materials, including four published jour-
nalistic accounts. External journalistic sources are treated as third-party observational data,
serving to complement and partially counterbalance the interpretive perspective of the
insider researcher.
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