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- Abstract -

Organization theorists have conceptualized organizational environments as
either objective (reified), perceived, or enacted. The study investigates the processes
through which founders enact organizational environments and their significance for
the emergence of voluntary sport organizations (VSOs). Founders’ creation
behaviours that are based on their perceptions and preconceptions are explored with an
analysis of how those actions, over time, lead founders to “discover” more or less
environmental munificence, complexity, and dynamism (Dess & Beard, 1984).

A qualitative case study design (de Vaus, 2001; Yin, 1994) was adopted to
investigate the formations of three VSOs: University of Alberta Scuba Appreciation
Club (UOASCUBA), University of Alberta Powerlifting Association (UAPA), and the
Recreational Soccer Club of Edmonton (RSC). The mode of data collection was a
triangulation of participant observation, unstructured interviews, and documentary
analysis techniques. Grounded theory and content analyses were done within Atlas.ti,
a microcomputer textual analysis program, to bring meaning to the data generated with
the said methods.

The findings of the study revealed that enacted environments emerge from
founders® actions and interactions with their surroundings based on their perceptions
and preconceptions. The environment, thus, only becomes meaningful when founders’
background characteristics, preconceptions, and worldviews direct their creation
behaviours, which over time brings the environment into being in certain ways. Based
on the findings, a conceptual model of how enacted environments influence the

emergence of VSOs is proposed.
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- Chapter 1 -
INTRODUCTION

The universe of organizations consists of several types including for-profits,
non-profits, voluntary associations, and sport organizations, all of which are created
by individuals or groups of people with different backgrounds, experiences, and
orientations towards the attainment of specific objectives (Bradley, Jansen, &
Silverman, 2003; Perotin, 2001). Much in the same vein, voluntary sport
organizations (VSOs) are created to promote particular sport ideologies based on
founders’ experiences, preconceptions, and perceptions of the environment (Green &
Chalip, 1998; Thibault, Slack, & Hinings, 1993). Founders’ preconceptions and
identities enable them to pay selective attention to certain stimuli, which direct their
organization creation activities that lead them to “discover” the environment in a
particular form. The enacted view of the environment underlies the fact that founders
produce knowledge of the environment through actions that are based on their

perceptions and preconceptions (Goll & Rasheed, 2004; Weick, 1995).

The rationale for studying enacted environments and their significance for
VSO emergence is, first, legitimized by the important role VSOs generally play in
society. VSOs are traditionally noted for providing participants with a variety of sport
experiences such as skill improvement programs, and individual and team sport
activities. These experiences create a sense of belonging for participants and enable
them to have fun, play, and compete against themselves as well as their peers
(Fenton, Kopelow, & Lawrence, 2000). Generally, sport experiences that VSOs offer

participants have beneficial effects on their mood, cognitive functioning, and



psychological well-being (Fenton et al., 2000). Other benefits of VSO programs to
participants include weight control, good health, and judicious use of time,
Participants use sporting activities to enhance their level of self-esteem and self-
confidence as they make mistakes and learn to do things right (Chalip, Thomas, &
Voyle, 1996; Green & Chalip, 1998). Thus, effective sporting activities organized by
VSOs decrease participants’ levels of anxiety, depression, stress, and boredom (Reid

& Dyck, 1999).

Second, VSOs’ ability to meet the sport needs of the individual, the
community, and the nation as a whole makes the study of their formations
worthwhile. The Canadian National Summit on Sport suggests that “sport is not just
about cutting angles or throwing curve balls, but about habits, values and attitudes,
about doing things wrong occasionally to get them right, about people, learning about
ourselves and about others...”(Canadian National Summit on Sport, Ottawa, 2001, p.
5). Various types of VSOs provide people with the opportunity to participate in
recreational sports to satisfy social needs not met by their daily normal roles. Chalip
et al. (1996) reported that individuals learn social skills and develop social maturity
by socializing in the context of sport and recreational activities.

Another justification for studying the influences of enacted environments on
the creation of VSOs is inherent in society’s apparent denunciation of inactivity
among individuals. In recent years, there has been growing emphasis on active living
through participation in organized sporting activities, which has resulted in increasing
demand for several types of VSOs in communities (Brunt, 2000; Green & Chalip,

1998; Gorn & Oriard, 2000). Inactivity in society has been cited as the cause of many



preventable diseases such as obesity, depression, anxiety, isolation and boredom,
which can be prevented with programs offered by VSOs ((Reid & Dyck, 1999). In
order to benefit from the creation of more VSOs, the study of how founders’
background experiences, sport history, and perceptions of a given environment guide
their actions of organization creation becomes more meaningful. My earlier research
(Benko, 2001) established that the four factors that influence the emergence of VSOs
were the individual volunteer(s) who intended to found an organization, the process
through which the organization creation evolved, the type of organization that was
being created, and the enabling environment within which the founder(s) operated.
Building on this idea, the current study explores in greater detail founders’
perceptions of environmental elements, the foundations or basis of those perceptions,

and how founder’s preconceptions influence the formation of sport organizations.

Furthermore, the programs and orientations of VSOs make them distinct from
other organizations such as printing shops, shoe factories, and grocery stores (Bradley
et al., 2003; McLaughlin, 1986; Miller, 1990). One key difference between for-profit
organizations and VSOs is evident in the area of profit maximization in the case of
the former and the culture of volunteerism in the case of the latter. For example, for-
profit organization founders look for opportunities to provide goods or services that
fulfill the needs of others with the ultimate aim of making substantial profit. VSO
founders, on the other hand, voluntarily fulfill an existing sport need by forming an
organization based on their preconceptions and perceptions (Pearson, 1982). The
argument is that organizations differ in nature, objectives, and functions and,

therefore, the study of processes through which founders enact the environment in the



creation of each type should be encouraged (Bradley et al., 2003; Hall, 1982; Perotin,
2001).

To emphasis the above argument, in the sport industry alone, a large number
of different types of organizations exist. There is wide array of public, private, and
voluntary organizations that provide different sport products and services. Slack
(1997) points out that there are several of sport organizations that provide goods and
services that are designed to make profit for their owners and shareholders. Examples
of such sport organizations include professional sport organizations that buy and trade
players, sell live sport programs to television companies and audiences, sport
recreational and equipment dealerships, and others like government sector
organizations that provide sport services to the general public. However, “many sport
organizations operate as voluntary or non-profit organizations; the funds they
generate are used to further the activities which benefit their membership and/or the
communities where they are based” (Slack, 1997, p. 4).

Throughout many countries in the world, the nature and objectives of VSOs
tend to emphasis and promote active lifestyles, awareness of communal sporting
activity, and general good health. Such objectives and functions of VSOs are inclined
toward benefiting the entire community and the identified membership as opposed to
selected few owners or shareholders. The foregoing distinctions between the nature,
objectives, and functions of organizations suggest that knowledge of organization
theory, and particularly, enactment of environmental conditions that support the

creation of VSOs cannot be overemphasized.



The statement of the problem

Although researchers have multiple ways of conceptualizing organizational
environments and the relationship between organizations and their environments
(Aldrich 1979; Dess & Beard, 1984; Goll & Rasheed, 2004; Heeley, King, & Covin,
2006; Weick, 1995), they fundamentally characterize organizational environments as
“objective, perceived, or enacted” (Christensen & Westenholz, 1999, p. 265). Several
studies on objective environments and how they affect the creation of organizations,
especially for-profits, can be found in the organizational literature (Aldrich, 1979;
Becherer & Maurer, 1999; Gartner, 1985; Learned, 1992; Sherer & Lee, 2002).
However, studies of enacted environments and their influence on the origins of
organizations in general including how they affect the emergence of VSOs in
particular are not available in the organizational literature (Aldrich, 1999).
Researchers have generally paid little attention to investigating the processes through
which organization founders enact supportive environments in the creation of
organizations, for which reason there is very little knowledge of how enacted
environments affect the emergence of VSOs.

Most studies of organizations (see Deephouse 1996; DiMaggio & Powell,
1983; Dutton & Dukerich, 1991; Greenwoood & Hinings, 1996; Ocasio, 1994; Sherer
& Lee, 2002) have focused mainly on issues such as structural changes,
administration, and survival. Such studies have paid attention to investigating
strategic policies, sponsorships, legitimacy, isomorphism, organizational images, and
identity with little attention given to studying the origins of organizations,

particularly, in the area of voluntary sport organizations. Though the study of the



emergence of organizations continues to be the focus of various researchers in the
for-profit literature (Bird, 1992; Bradley et al., 2003; Carter, Gartner, & Reynold,
1996; Harvey & Evans, 1995; Naffziger, Hornsby, & Kuratko, 1994), there are no
comprehensive studies that focus on the relationship between enacted environments
and the origins of VSOs and there are no systematic studies devoted to analyzing or
describing the enactment processes of organizational environments in the creation of

sport organizations (Aldrich, 1999; Weick, 1995).

Aldrich (1999) asserts, despite the differences in organizations, that
researchers generally overlook the study of most of them and concentrate most
researéh on studying organizational structure and stability with little or no attention to
how different types of organizations emerge. According to Aldrich, “by ignoring the
question of origins (of organizations), researchers have also avoided the question of
why things persist” (Aldrich, 1999, p. 1). That is to say knowledge of organization
emergence is required to guide prospective founders for more creation activities much
in the same vein as researchers have emphasised the general studies of organizational
structures, stabilities, and strategic policies for organizational survival. The persistent
emergence of any organizational type is, to a larger extent, dependent on availability
of research findings that specifically inform founders who intend to create such
organization (Aldrich, 1999). Therefore, knowledge of enactment processes of
organizational environments that is systematically and scientifically derived will not
only guide prospective founders but will also encourage a good number of them to

turn their organization creation dreams into reality.



In the case of VSO emergence, the investigation of how founders’ history and
preconceptions influence their perceptions of the environment and guide their search
for requisite resources should be given equal attention and thoroughly explored.
Researchers need to study the origins of all types of organizations including how
enacted environments impact on the emergence of sport organizations. The notion
that organizations differ and exist for diverse purposes (Hall & Hall, 1996) suggests
that different environmental concepts and their influence on the formation of all types
of organizations need to be investigated. As much as researchers study the influences
of objective environments on the creation of organizations, the question of how
founders enact environments during the construction of VSOs ought to be answered.
Thus, the process through which founders come to learn or “discover” that the
environment is munificent, complex, or dynamic during the launching of VSOs needs

to be investigated.

The purpose of the study

The purpose of this study is to investigate the enactment processes through
which organizational environments influence the creation of VSOs. The study
explores founders’ perceptions of the environment and the basis of those perceptions:
how they see the environment, why they see it as they describe it, and how they
interpret it to guide their actions in the establishment of VSOs. The study focuses on
investigating how founders’ perceptions and preconceptions influence their actions
and lead them to “discover” more or less resources, regulations, and the changing

nature of the environment during the process of establishing an organization. The



study further examines the foundations of founders’ perceptions and why they have

come to see the environment in certain ways.

In doing so, emphasis was placed on studying the processes through which
founders’ enacted environmental munificence, complexity, and dynamism in the
formation of three VSOs. The study, in broader terms, investigated the following

from the perspective of founders:

1. What environmental situations did VSO founders see as munificent -
abundant or less resources - in the process of VSO formation (Dess & Beard, 1984;
Goll & Rasheed, 2004; Heeley et al., 2006)? What activities and actions did they
undertake to learn of the munificence of the environment? How did founders
preconceptions, based on their histories and experiences (who they were), influence

their perceptions and organization creation actions?

2. What environmental conditions did VSO founders perceive as complex -
full of regulations and rules demanding multi-faceted actions - in the process of VSO
creation (Dess & Beard, 1984; Goll & Rasheed, 2004; Heeley et al., 2006)? What
activities did they perform to discover the complexity of the environment? How did
their preconceptions influence their perceptions of the environment and organization

creation behaviours?

3. What environmental elements did VSO founders consider as dynamic -
changing trends, unstable, uncertain, unpredictable environmental events - in the
formation of VSOs (Dess & Beard, 1984; Goll & Rasheed, 2004; Heeley et al.,
2006)? How did founders’ earlier knowledge of the environment lead them to

acknowledge the changing trends of the environment?



The study aims to gain a deeper understanding of how the relationship
between organizations and their environments can be conceptualised. When this aim
is achieved, this exploratory study will begin to address the lack of systematic studies
that focus on the influences of enacted environments on VSO emergence. The study
of enacted environments and the formation of VSOs is of theoretical and practical
importance to society as sport organizations function as partners of societal
development (Chalip et al., 1996). The connection between founders’ preconceptions,
organization creation behaviours, and finding of resources need to be understood,

established, and documented to guide prospective VSO founders.

Again, the study of enactment processes of organizational environments needs
to be encouraged to broaden our knowledge on how founder’s preconceptions guide
their actions that bring the environment into existence in certain forms. Such
knowledge will guide prospective sport organization founders, students, and scholars
of organization theory, as well as sport policy makers. Furthermore, the knowledge of
enacted environments and their significance to the emergence of VSOs will be
broadened. To bring into focus and to streamline the theoretical basis of the study, the
theory of organizational environment, its conceptualization, and dimensions, is

reviewed.



- Chapter 2 -
LITERATURE REVIEW

Introduction

The organization theory literature on interactions between organizations and
their environments identifies and distinguishes “between three basic perspectives
about the organization and its environment” (Christensen & Westenholz, 1999, p. 265,
Heeley et al., 2006; Smircich & Stubbart, 1985). Organizational environments are
basically conceptualized as objective, perceived, or enacted. The objective (reified)
perspective on organizational environments portrays them as separate elements from
organizations, which actively offer resources (Aldrich, 1979; Becherer & Maurer,
1999; Gartner, 1985, Stonebraker & Liao, 2006). For example, one most important
objective environmental resource required to support the creation process of VSOs is
availability of volunteers (Pearce, 1993; Perotin, 2001).

The perceived model of the environment assumes that, based on the
background of organizational players and their preconceptions, they see
environmental conditions in different forms. This normally leads to “imperfect and
incomplete perceptions of the environment” (Smircich & Stubbart, 1985, p. 726;
Christensen & Westenholz, 1999). Weick (1988) argues that perceptions in general are
never free from the perceiver’s preconceptions. Therefore, experiences, memories,

and the general historical past of individuals guide their perceptions.

The relationship between preconceptions and perceptions is clearly defined by
how the former shapes or informs the latter, which in turn brings meaning to events,

objects, and situations (Weick, 1988). Preconceptions are the general background

10



knowledge, information, expertise, and experiences that define an individual’s
worldview or perception. Thus, peoples’ preconceptions lead them to see the world in
partial forms, which is enough to sustain their survival and daily living. There can be
multiple “realities”, but preconceptions allow individuals to see things not as they are
but according to the perceivers’ background. Preconceptions thus result in selective
perception, as opposed to complete or total perception. Selective perceptions guide
individuals to carefully respond to environmental cues that suit their needs, which in
turn shape/inform their future preconceptions. In short, individuals® approach to the
world, interpretation of it, and how they perceive it are based on their knowledge,
history, and past experiences, which can sometimes lead to misinterpretations and

misperceptions.

The perceived perspective on environments raises questions about “how
accurate perceivers are (or can be) and whether organizational behaviour is more
responsive to environmental perceptions” of the organizational player or to the actual
reality of the prevailing environment (Christensen & Westenholz, 1999; Smircich &
Stubbart, 1985, p. 726). For instance, how precisely or accurately can VSO founders
perceive the presence of volunteers and see their alleged presence as resourceful to
the creation of an intended organization? The question leads to the enacted

perspective of organizational environments, which forms the main theoretical basis

for this research.

The enacted perspective upholds the notion that the actions of organizational

players are based on their perceptions and preconceptions that bring structures and
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events into existence, which form the foundations of their subsequent actions (Weick,
1988). The enacted concept therefore sees organizational environments not as
separate from organizations but as creations of organizational leaders. The enacted
perspective assumes the position of constructionists and deals with the production and
discovery of knowledge by organizational players through activities and actions such
as identification, interpretation, understanding, and sense making (Christensen

& Westenholz, 1999; Dyck & Starke, 1999; Maniha & Perrow, 1965; Smircich &
Stubbart, 1985; Wieck, 1977; 1995). For example, the actions and activities of VSO
founders that are based on their perceptions and preconceptions, which lead them to
“discover” the environment as either having or not having potential volunteers,

constitute an integral part of enacted environments.

This chapter has three main sections: a) a review of objective environments
with emphasis on volunteerism, b) a review of enactment processes of environments,
and c) a definition of organization creation with a review of environmental
munificence, complexity, and dynamism and their implications for VSO formation.
Based on the reviewed literature, propositions for enacted environments in the

creation of VSO are introduced.

A. The Reified/Objective Perspective on Organizational Environments

The objective perspective on the environment presents organizational
environments as separate or distinct entities from existing organizations, which
produce resources to influence organizational activities (Aldrich, 1979; Anderson,

Drakopoulou-Dodd, & Scott, 2000; Castrogiovanni, 1991; Goll & Rasheed, 2004;
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Hall, 1982; Heeley et al., 2006). Over the years, researchers have used terms such as
real, concrete, independent, separate, fixed, pre-existing, material, tangible,
somewhere out there, external, imminent, given, and entity to capture the notion of
objective environments (Aldrich, 1979; Christensen & Westenholz, 1999; Smircich &
Stubbart, 1985; Wieck, 1977; 1995). The objective model of the environment
assumes that an organization is embedded in a real, material, and separate
environment that has external and independent boundaries, which the organization
has to cross to access resources (Anderson et al, 1991; Smircich & Stubbart, 1985;
Wieck, 1995). The model portrays organizations and their environments as separate
entities that require the former to adapt to the latter through the implementation of
strategic policies. Thus, organizations operating in objective environments need to
either control the resources within the environment or align themselves to the
environmental demands in order to survive (Aldrich, 1979). From the realist/positivist
perspective, active environments include tangible resources such as clients, workers
or members, governments, economic climates, political situations, weather
conditions, and socio-cultural issues, all of which directly or indirectly impact on the

activities of a given organization.

Taking the realist position on the environment further, the literature on
organization creation (Bird, 1992; Gartner, 1985; Gnyawali & Fogel, 1994; Learned,
1992; Naffzinger et al., 1994) describes objective organizational environments as
including geographical, historical, religious, and scientific elements as well as
supportive infrastructure. The literature continues to identify other reified conditions

to include availability of financial resources, demand for particular goods and
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services, market areas, accessibility of transportation, availability of labour force, and
other facilities such as land (Gnyawali & Fogel, 1994; Naffzinger et al., 1994). Also
labelled as objective environmental elements are non-financial support services such
as availability of market studies and surveys, prepared organization plans, access to
office spaces, office facilities, faster and more efficient means of communication, and
counselling as well as advisory services (Hornsby, Nffzinger, Kuratko & Montagno,
1993). The active environment covers organizations such as information services and
legal firms, which encourage creation of new organizations and enhance the work of
other organizations (Hornsby et al., 1993; Learned, 1992).

The concept of reified environments also captures existing public or
governmental policies that affect organizational activities (Becherer & Maurer, 1999;
Goodman, Meany & Pate, 1992). It is argued that governmental directives can either
directly or indirectly influence organizational initiatives, affect advancement, or
retard organizational progress (Becherer & Maurer, 1999). For example, it is argued
that favourable governmental policies including tax breaks or exemptions for certain
categories of organizations, efficient mechanisms that remove imperfect markets, and
administrative rigidities can influence organizational activities (Goodman et al.,
1992).

Some organization theorists (e.g. Slack, 1985; Tucker, Singh & Meinhard,
1990) also refer to social influences such as family status and ties, peers, and the
presence of role models as well as supportive community as integral parts of the
active environment. They explain that these supportive social systems act as

environmental influences that motivate, support, and sustain a person’s desire to
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create or join an organization. There is evidence that environmental forces ranging
from purely cultural to socially acceptable behaviours go a long way towards
restraining or permitting certain types of organizational activities (Goodman et al.,
1992). Naffzinger et al. (1994) refer to growing up in a particular kind of family that
cherishes organizational activities as a social influence that determines an individual’s
involvement with an organization, as well as his or her decision to join, found, or
support a particular type of organization.

It has been theorized that factors such as large populations and the presence of
institutions of learning/training including universities and colleges and access to
research findings form part of organizations’ objective environments (Campbell,
1984; Slack, 1985; Takyi-Asiedu, 1993). This is because the general population
growth of any region or province is likely to generate economic activities and
facilitate the proliferation of various institutions of learning, training, and research.
These institutions contribute to fulfilling the manpower needs and information
requirements of organizations that operate within the environment (Aldrich, 1979).

Furthermore, scientific and technological advancements that enhance the
activities of an organization form part of the objective environment. The scientific
and technological components of the environment consist of modern
infrastructure/facilities such as transportation and communication facilities, which
provide easy access to suppliers, and customers such as libraries, computers, and
well-equipped laboratories (Naffzinger et al., 1994; Stearns & Hills, 1996). Studies
show that the existence and accessibility of various scientific and technological

conditions increase the flow of information and the possibility of organizational
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expansion in any given country (Bird, 1992; Hornsby et al., 1993; Learned, 1992).
Scientific and technological environments of organizations also relate to the mass
media with particular reference to the press, the radio, the internet, and the television.
Any information technology that provides constant coverage of organizational
activities and informs people about the developments of organizations in general
forms part of an organization’s active environment.

Definition of an objective environment

From the objective perspective, the environment refers exclusively to all the
external elements or resources “out there” that influence or are likely to influence
organizational activities and decisions. The general environment of an organization is
therefore defined as anything or everything that is “outside” of or “external” to the
focal organization (Aldrich, 1979; Christensen & Westenholz, 1999; Krishnan & Park,
2004; Smircich & Stubbart, 1985). Aldrich (1979) writing from the population
ecology perspective asserts that “the environment properly conceived does not refer
simply to elements ‘out there’ beyond a set of focal organizations but rather to
concentrations of resources, power, political domination, and most concretely, other
organizations” (p xii). In the context of VSO formation, one of the most significant
objective environmental resources that cannot be over-emphasized is the availability
of potential volunteers.

Volunteerism as an objective environmental resource in VSO formation

VSOs are volunteer-oriented associations and the people who engage in their
creation and development are first and foremost volunteers (Haddad, 2007;

Oppenheimer 2000; Kikulis, 1990). The term “volunteer” is used to refer to people
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who engage in a variety of selfless activities such as creating organizations and
serving on boards of organizations for little or no remuneration (Booth & Hassen,
1990; Mesch, Tschirhart, Perry, & Lee, 1998; Kikulis, 1990; Pearce, 1993). The
availability of potential volunteers forms an integral part of objective environments in
a society where freedom of association is accepted as a fundamental human right
(Kikulis, 1990; Oppenheimer, 2000). For example, the concept of volunteerism has
been recognized as an important and distinctive feature of Canadian society through
which people voluntarily create, join, and support organizations to champion a

worthy cause (Canadian Recreation Policy, 1995).
Reasons and motives for volunteering

In the case of VSO formation, people volunteer to create or join an
organization based on their background characteristics including their knowledge of
the sport and managerial and organization creation experiences. Founders and
supporting volunteers of VSOs are motivated by their background expertise in
organization formation and exposure to the type of sport they intend to create or join.
Thus, the